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Abstract 
Why do quality initiatives work in some organisations but not in others? 
In a quest to discover the heart of quality, this thesis sets change 
programmes within the context of a turbulent global environment, 
where learning to adapt is the key to survival. The research explores 
how individuals, organisations and government use learning to promote 
change, as well as respond to it. Two case studies demonstrate how 
management style can influence learning, and hence the changes 
needed to achieve 'real' quality. 
Seeking to achieve quality through systems and procedures provides 
only nominal quality. This research suggests that, for some people at 
least, work is used for self-fulfilment, and in the quest for'real' quality, 
aspirations for self-fulfilment within the workplace must be addressed. 
By using the metaphor of 'work as part of the heroic quest' for self- 
fulfilment, links are made between Maslow's concept of self- 
actualisation and the new literature on organizational 'soul' and spiritual 
intelligence. 
The conclusion is that if `real' quality is the goal, self-fulfilment is the 
path. By establishing a community of learners in the workplace, 
tremendous energy - the spirit of change - is released and that energy 
leads straight to the heart of quality. 
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CHAPTER ONE - Introduction 
Background 
When I was training to be a teacher in the late 1960s, it was a time of 
tremendous debate about education. This particular debate was about 
selective or comprehensive education, and some of us argued that education 
should be left out of politics. One of my tutors asserted that education could 
never be left out of politics, since it is the articulation between the society we 
have now and that which we would want to bring about. 
In reflecting on this, I believe that many of the disagreements about education 
arise from the lack of a shared understanding in relation to three issues: 
" Our beliefs about the nature and purpose of education, 
" Our analysis of the current educational situation, 
" Our aspirations for ourselves, our families and our society. 
Education was, in the main, a publicly funded service, but the discussion of 
what we, as a society wanted from it had not taken place. In the absence of 
any clearly defined consensus on the philosophy of education, it was left to 
individuals to derive their own. 
During my teaching career, and later as a curriculum developer and teacher- 
trainer, I wanted everyone I came into contact with to 'get the best' from 
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themselves and their work. I believed that this could be accomplished 
through education. Some people bore the scars of earlier tangles with 
'education' from which they had emerged with damaged self-esteem. It 
generated a fear of failure that held them back and haunted their lives. I saw 
my role as inspiring self-confidence and reflecting back to the students the 
progress they had made. In this way, I hoped to open hearts and minds to the 
opportunities that could be presented. I believed that this process of inspiring 
self-belief was at least as important as the qualifications or experience gained. 
I came to recognise that this view took for granted the right - indeed the 
hunger - of each individual to become all that s/he could be. I saw education 
as part of that search for what Maslow called self-actualisation. 
My later career took me into training. Everyone seemed to agree that'training 
is a good thing' but there were different reasons for people undertaking 
training. Successive governments sought to promote training. I didn't really 
have any understanding of why Government was promoting personal 
achievement. There were some tenuous links with profitability, but for each 
student who engaged with the process of training, it was more of a personal 
process than to benefit the organization. If training was the answer, what was 
the question? 
On moving into a senior management role in a public sector training 
organization, Quality Assurance was part of my portfolio. My employers 
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wanted to establish a high performance culture that would withstand the 
rigours of inspection by Her Majesty's Inspectorate of Constabulary (HMIC) 
and Audit Office scrutiny. That meant improving our Quality Assurance work, 
amongst other things. At the same time, the prevailing culture valued 
empowerment and creativity for its staff. This didn't seem to fit with the usual 
quality schemes that were more focussed on systems and procedures. 
Furthermore, when I started to look into it, there was little evidence in the 
wider world that training contributed to organizational development, or even 
the achievement of business objectives. It may do so, but the definitive 
evidence was not there. As a senior manager in a training organization, that 
worried me. 
This Doctoral research would take up a good deal of my life at this time, so I 
wanted it to make a difference to my own understanding and practice, to the 
organization in which I operated and, most particularly, to the people affected 
by my work: staff, customers and suppliers. I hoped that the research would 
help me to be a better manager. 
I also wanted to use the opportunity of a prolonged period of study to see how 
other organizations operated, and to develop my consultancy skills in so 
doing. That way, perhaps I could use their learning to 'piggy back' and move 
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us more quickly towards our goals. We could learn from their'mistakes, false 
dawns and cul-de-sacs' so that our own development would avoid them. 
Aim of the research 
The aim of the research was initially very simply formulated. The question 
that needed an answer was "Why do quality initiatives succeed in some 
organizations and not others? " 
Constraints 
There have been a number of constraints on the research. Firstly the usual 
restrictions imposed by having a busy and responsible full time job - and 
having a job change during the research period. Secondly a series of life 
events - some happy, others less so. I married at the start of the research 
process, and a daughter's wedding round about the half way point kept up the 
momentum of joyful events. Four grandchildren arrived during the period of 
study. That provided a timely reminder about seeking a better life-work 
balance - as did the death of my mother. She was a remarkable woman who 
had worked hard all her life and her voice still guides my steps. 
Commentary 
The relationship between quality, learning and change was intriguing. Quality 
'initiatives' were introduced into organizations and ways of doing things had to 
change. Individuals seemed to adapt to change by learning - by behaving 
differently. Similarly individuals who wanted to promote change in their lives 
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also used learning to accomplish this. There seemed then to be two aspects 
to this learning: one was adapting successfully to the changed environment; 
the other was changing the environment itself. The two were not mutually 
exclusive. 
On a larger canvas, governments were promoting learning as a way of 
responding to change, as well as a mechanism for generating change. 
Governments being what they are, the learning was conceived of in very 
general terms, and much of it was subject to some sort of control or 
inspection. 
In between these two extremes - the individual and the whole society - stood 
the organization. Here it was change, rather than learning that was the more 
visible feature. While a number of organizations claimed to have changed 
successfully, others failed to adapt to their environmental changes quickly 
enough. The survival of organizations can be taken as an approximation of 
their successful adaptation to their environment. It seemed reasonable to 
assume that adaptation involved some sort of learning by the organization, or 
at least by some of its members. What were the underlying principles that 
generated successful change, and what factors inhibited it? 
My own experience as a teacher, trainer and manager suggested that 
learning was a pre-requisite for change, but that learning also flowed from 
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change. However the nature of the learning could be positive, leading to 
successful adaptation, or negative, leading to changes that damaged 
individuals, organizations or society. Although such negative learning is not 
intended, it is nevertheless real and affects actions in the workplace. 
Objectives 
The aim needed to be focussed at a more operational level if it was to be 
achieved, so objectives were established. By the conclusion of this research, 
I wanted to be able to identify the key factors that promoted healthy learning, 
led to successful change and enhanced quality of output. That should provide 
some insight as to why quality initiatives succeeded in some organizations, 
but not in others. 
6 
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Chapter 2- Literature review 
Before conducting any research, the literature review was undertaken. This 
helped to set the context and identify themes and gaps. Several issues were 
addressed through the review: why quality was thought to be so important at 
this stage in our history, how quality was defined and the ways in which 
quality initiatives could be introduced and supported in organizations. I hoped 
that this would guide my research in identifying the key factors that promoted 
healthy learning, leading to successful change and enhancing the quality of 
output. There should be some major clues to help explain why quality 
initiatives worked in some organizations but not in others. 
Emphasis on quality 
Quality World, the journal of the Institute of Quality Assurance (IQA) ran a 
series of 'Profiles' - interviews with people who could be expected to know 
about quality. In the course of the interviews, the question "Why do you think 
quality is important? " was posed. Two typical answers are given below, 
followed by an analysis of the key points. 
Because without high standards being maintained, not only in 
an organization but also in production and after-sales service, 
countries will inevitably lose economic opportunities as well as 
the living standards which depend on their success. Robin 
Bullock-Webster, Secretary of the National Accreditation Council 
for Certification Bodies (NACCB) (now UKAS - the United 
Kingdom Accreditation Service) - March 1995. 
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For me quality is all-embracing... In the past it may have been 
viewed as ensuring the reliability of products, but this has 
become the norm. Now we are judged on the additional things 
that accompany the product: service delivery, how well suppliers 
listen to our needs and how well they meet our needs. Which is 
why quality is a given for any business which wants to survive. 
Linda Campbell, Director of Lloyd's Register Quality Assurance - 
May 1995. 
According to these people, each of whom had a pragmatic interest in 
promoting quality as an organizational concept and practice, quality is of 
benefit to: 
" Customers - suppliers must meet, and anticipate, their changing 
needs, and offer value for money. 
" Organizations - poor quality meant waste, rework and lost 
business. These reduced profitability and might close down a 
business. It pervaded all aspects of the business; managers, 
employees, supervisors, shareholders, customers and suppliers 
were all affected. 
" Society - poor quality meant a loss of economic opportunities 
and reduced standards of living: there were political, economic, 
social, technological and environmental implications. 
If everyone wins with high quality products and services, then why was there 
such a fuss about it at this time? Was it something that had been lost, or had 
its importance only just been realised? In fact, quality had a long history and 
it was the history of measurement (See Appendix 1). The prominence of 
quality in the thinking of business leaders in the late 20th and early 21s' 
Centuries had its roots in the UK industrial revolution, and the emergence of 
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'Scientific Management' in the USA. Added impetus was given by the First 
World War and the widespread acceptance of Statistical Process Control as a 
tool to reduce variation in products. Until this point, quality in manufacturing 
focussed on providing a standardised product. The more modern view that 
quality is systemic within organizations can be traced to the Second World 
War and its aftermath. 
World War II and after 
World War II led to a growing demand for the deployment of statistical 
techniques for controlling quality of production both in the UK and the USA. 
By the end of the war, customers had grown used to rationing and short 
supplies with many retailers seen as bestowing favours on customers by 
merely serving them. All this was about to change as the notion of the 
customers' view on the products and services grew in importance. 
For many years, microeconomic theory had been used to explain how the 
market operated with the interplay of supply and demand. The neo-classical 
school suggested that the demand for a product would rise if the price to the 
consumer fell. There were, of course, a number of other factors that affected 
the demand for a product. The demand function grouped them into: 
prices of other goods (both complementary and competing), 
consumers' incomes, 
" consumers' tastes and preferences and 
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" other factors which might include population changes or 
legislation. 
Neo-classical economic theory asserted that, subject to the ceteris paribus 
condition (everything else remaining the same), the key determinant of 
demand was the price of the good. In other words, consumers make 
purchasing decisions based on price, everything else being equal. Following 
the end of World War II, it appeared that some businesses lost sight of the 
ceteris paribus condition, and operated merely on the basis of price. 
Moreover, following the dislocations caused by two world wars within fifty 
years, consumer choice was often limited to take it or leave it, regardless of 
price. 
As economies adjusted to changes brought about by two World Wars, the 
loss of Empires, the forging of trading blocs and the collapse of communism, it 
became clear that the economies of some countries were performing better 
than others. In particular, the USA was losing markets to Japan. The 
reasons for this appeared to be connected to consumer perceptions of the 
quality of goods. It came to be believed that consumer choice was being 
made on the basis of perceived quality, rather than on price alone. This did 
not conflict with economic theory, but it did serve as a timely reminder that, 
where consumers had a choice, they might make purchasing decisions on the 
basis of a preference for quality, as well as price. 
10 
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Perceptions of high quality goods emanating from Japan were fairly recent, 
and were largely attributed to the work carried out by W. Edwards Deming 
and Joseph M. Juran with Japanese industry. Deming and Juran had gone to 
Japan as part of USA assistance in rebuilding the Japanese economy 
following the Second World War, and had found a more receptive audience 
for their ideas than they had in the States. However, as western corporations 
and economies fell behind Japan, their ideas gained a larger following. It 
probably didn't help busy managers seeking practical solutions to their 
problems, that so many people in this field were highly regarded, but all said 
something slightly different. There was a confusion of gurus. (See Appendix 
2) Leaders were looking for rapid solutions to their difficulties to enable them 
to respond to the rapid and increasing pace of change in the world. 
The turbulent global environment 
As the world approached the next millennium, we were experiencing a 'period 
of profound change in world business.. '' The prolific and respected writer on 
management, Peter F Drucker started work in 1927, and was perhaps well 
placed to contend that: 
The executive's world has been turbulent for as long as I can 
remember... but never as much as in these past few years... 2 
1 David Fagiano, President and Chief Executive of the American Management Association, 
quoted In Johnson, Mike (1995) Managing in the next millennium Oxford: Butterworth- 
Heinemann in association with the Management Centre Europe (foreword) 
2 Peter F Drucker; (1992) Managing for the future: Oxford: Butterworth-Heinemann (ppl-9) 
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In political terms, we have witnessed the fall of colonial empires and the 
"' disintegration of the Soviet Union; the European Union has become a more 
tangible reality and nationalism is still a potent force for aggression, as 
demonstrated in the former Yugoslavia. Drucker's analysis was that, although 
the debate in the first half of the 20th century focussed on the Welfare State, 
the enduring question of the century was about: 
... unrestricted government power... Hitler, Stalin, Mussolini and Mao, versus democratic and legal constraints on the power of 
the state as we saw in the US, Japan and post-war Europe. 3 
The changes in the last 50 years of the 20th century manifested themselves in 
many ways, with a large number of them arising from technological advances. 
The spread of electronic communications resulted in high speed, global links 
for many households, schools and businesses. 
At the Management Charter Conference in 1999° the Editor of the Financial 
Mail on Sunday held up a mobile phone. 'I want to show you my office. ' he 
said. 'It may look like a mobile phone, but actually it's a telephone, a fax 
machine, an Internet and e-mail connection, a diary, an address book and a 
word processor. ' As a result of such technology, he spends at least half his 
time working from home in Ireland, although the newspaper is based in 
London. He estimated that he could spend 90% of his time working remotely 
3 Ibid. 
4 Institute of Management Annual Conference (27/28 January 1999) The Management Zone: 
challenges in a diverse world; London 
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from his office. One might be tempted to dismiss this as the normal practice 
of a Captain of industry - unlikely to happen in the public sector with its limited 
resources and reputation for being slow to change. 
However, Michael Bichard, then Permanent Secretary at the Department for 
Education and Employment listed 5 major changes that would challenge 
managers beyond the millenniums: 
" Changing markets. Increasing globalization of products and 
markets was resulting in fiercer competition and more informed 
customers. He suggested that Economies are fast transforming 
themselves into knowledge-economies. 
" Changing business methods. Information and communications 
technologies are colonising every area of business. E- 
commerce was worth over £8 billion and projected to rise to over 
£200 billion in 3 years. By the year 2000, he estimated that over 
90% of the UK workforce (26 million people) would have direct 
interaction with IT. 
" Changing organizations. Flatter hierarchies, less structure 
resulted in challenges - but also opportunities - for junior 
managers. 
" Changing workforce. More women in senior positions, 
increasing part-time work, better-educated and more skilled 
workers offered a resource to use well in a competitive world 
6 Rana, Elia. 'Bichard takes the Lead in Tipping Work-life Balance, ' People Management, 27 
April 2000, page 13. 
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market. The workforce was also increasingly diverse with 
people from different ethnic heritage offering a richness of 
perspectives and values, and questioning the way we do things 
round here. 
" Changing patterns of work. Bichard suggested that people were 
seeking a new balance in their lives, and were changing careers 
more frequently. Companies were outsourcing non-core (and 
some core) activities. 
A Consultative Paper, Learning and working together for the future made the 
linkage between education and change more explicit. 
The Govemment's policy decisions, and the framework within 
which the DfEE operates, will be shaped by powerful economic, 
social and technological forces. 6 
These forces for change were identified as: globalization, the information 
revolution, the increasing pace of change in the economy, the threat of 
growing inequality, the increasing emphasis on values and public expenditure 
constraints. The section ended: 
The Department will engage directly with these forces. It will 
lead and support the nation's investment in learning and its drive 
towards greater employability. This places the DfEE at the heart 
of the Government's social and economic programme, working 
together with other Departments to promote opportunity and 
fairness for all, and to foster employment and investment for 
7 sustained growth. 
6 Department for Education and Employment; (1997d) Learning and working together for the 
future. A Consultative Paper. London: The Stationery Office (from the DFEE website) 
7 Ibid. 
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This explicitly established the intention to use education and training to help 
the economy remain competitive and responsive to world changes - and 
established the perceived link between learning and economic growth. 
The suggestion was that'sound' education and training would lead to a highly 
skilled, flexible and motivated workforce, and that the economic future of 
individuals, companies, and indeed, the country itself, fundamentally 
depended on training. Two underlying assumptions were operating here. 
Firstly, the assumption that education/training was required to bring about 
change; the second was education/training was required to enable successful 
adaptation to the change. If these two underlying assumptions are combined, 
the result is a spiral of education/training leading to a changed environment, 
and this change requires more education/training to enable successful 
adaptation to it. If we replace 'education/training' with 'learning', the spiral 
becomes 'learning - change - learning'. Little wonder, then that the phrase 
'lifelong learning' was increasingly widely used. For people to engage in 
lifelong learning, they must not be left scarred for life as a result of compulsory 
education. 
The challenge to successive governments had been to promote adaptation to 
the large-scale global changes that were occurring and to which there 
seemed to be no end - at least in the foreseeable future. The focus on 
education and 'lifelong learning' was revealed as a strategy to increase the 
15 
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pace of change. Without effective adaptation, economies became 
destabilised and that, in turn, destabilised governments. 
Social changes inevitably follow political, economic and technological ones. 
The agents of socialisation - the family, schools, religion, the police, and the 
local community - had all seen dramatic change over the last century, and a 
different balance had emerged in society. There were fewer certainties at the 
end of the 20th century. Households might comprise any number of people, of 
any gender. Marriage was still popular, but no longer necessary for social 
acceptance. In 1996, for the first time in the UK, women in work outnumbered 
men. 
At the 1999 Conference of the Management Charter Initiative, social changes 
were summarised: 8 
We live in an increasingly diverse society. We all have different 
backgrounds, values, beliefs and attitudes and these differences 
mean that we contribute to life in unique ways. It is our 
responsibility as individuals to recognise and embrace this 
diversity and to ensure that we live and work harmoniously with 
others. 
By 2001 nearly I in 3 people in the UK workforce will be over 40. 
By the year 2000,75% of new workforce entrants will be from 
minority groups. Over 7 million men and women who work have 
caring responsibilities. 
There was also a suggestion that it was the pace of change rather than 
change itself that was problematical. Tofflers contention was that a rapid rate 
16 
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of favourable change might be harder to deal with than slower changes in an 
adverse direction. The implications of this are that even positive aspects of 
change are difficult to handle if they come too quickly for us. Toffler (1965) 
used the term Future Shock to describe: 
... 
The shattering stress and disorientation that we induce in 
individuals by subjecting them to too much change in too short a 
time... In three short decades between now and the twenty-first 
century, millions of ordinary, psychologically normal people will 
face an abrupt collision with the future. Citizens of the world's 
richest and most technologically advanced nations, many of 
them will find it increasingly painful to keep up with the incessant 
demand for change that characterises our time. For them, the 
future will have arrived too soon. 9 
Toffler's thesis might well apply to individuals, but did it have any bearing on 
organizations or on society as a whole? There was evidence of rapid and 
large-scale change in the domestic and work spheres, as well as political, 
economic, social, technological, legal and environmental change. Such 
change, and particularly the pace of it, led Tom Peters to contend that in such 
a turbulent environment: 
No company is safe. IBM is declared dead in 1979, the best of 
the best in 1982, and dead again in 1986. People Express is the 
model 'new look' 6nn, then flops twenty-four months later. 
10 
Then there was the suggestion that East and West had different values 
underpinning their economic decision-making. Channon's (1996)11 analysis 
8 Institute of Management Annual Conference (27/28 January 1999) The Management Zone: 
challenges in a diverse world, London 
9 Toffler, Alvin (1965) Future Shock: London: Pan Books. (p12) 
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suggested that the growth economies of East Asia were founded on a 
particular set of cultural values - long-term planning, employee involvement 
and job security. In the west, most strategic thinking was still based on the 
US model -a free market environment where survival of the fittest often 
translated into short-term profit, them-and-us practices, and increasing 
casualisation of the labour force. 
Such values permeated the socio-economic framework and were the 
underpinning principles on which individuals, organizations and governments 
made decisions. For example a long-term approach would limit mergers and 
acquisitions by law to ensure the survival of infant industries, while short- 
termism would applaud asset stripping; long-term viewpoints saw training as 
an investment; short-termism saw this as a cost. 
In the past, the shifting patterns of markets, trading partners and competitors 
brought changes in business; from the linguistic and cultural aspects of 
marketing, to the establishment of financial markets in emerging trading 
nations. In the future, what goods/services would be needed, and who would 
supply them? How would standards of living shift? Changing living standards 
(up for some countries, down for others) might destabilise political life. Would 
they also change social structures such as religious observances? Would 
10 Peters, Tom (1987) Thriving on Chaos: A Handbook for a Management Revolution; 
London: Pan Books (p3) 
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large-scale population movements occur as economic refugees sought 
greener pastures? 
Initial thoughts were that socio-economic changes would be short-term and 
would generate long-term benefits. Changes in employment practices would 
lead to a more flexible labour force, with high quality, high paid work and a 
thriving leisure industry. Gradually, however, the realisation dawned that 
change would be part of corporate living for the foreseeable future. For those 
without paid employment, prospects were bleaker, with perhaps little 
opportunity to benefit from change. For the leaders of nations, for 
organizations and for many individuals, change was the best response - even 
solution - to the problems they faced. 
However, even for those who saw such change as the best way forward, 
there was a feeling that the pace of change was out of control. Change was a 
solution, but it generated a further problem. To get back control of the 
situation, a clear diagnosis was needed as to the root cause of the problem - 
uncontrolled change and its resulting economic dislocation. The identification 
of the root cause would allow the prescription of measures to be taken to 
bring about some stability - or at least more controlled change. The short- 
term changes could be managed, or at least tolerated, because the promise 
of future stability beckoned. 
11 Channon, Derek. People Management (29 Aug. 1996). 
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The search for stability - product quality and learning as the keys? 
What was causing this uncontrolled dislocation, and what could be done to 
stabilise the situation? The diagnosis was that a loss of competitiveness had 
left the West vulnerable to global competition. This was destabilising markets, 
economies and employment. Two separate explanations were given for the 
loss of Western competitiveness: firstly, poor product quality, and secondly, 
the lack of a skilled, flexible workforce. Peters (1987) highlighted the root 
cause of the problem (as he saw it): 
The fact that the trade deficit is currently (April 1987) running at 
$152 billion, despite the dollar's plunge against the yen and mark 
since September 1985, is a powerful indication that, while the 
problem may have been exacerbated by the dollar's strength of a 
few years back, we are getting clobbered primarily because 
of the generally poor quality of what we produce and a 
failure, as a result of questionable service and slow 
responsiveness, to make use of our onshore, close-to-the- 
world's-biggest-market advantage. (emphasis added) 12 
Clemmer (1993) supported Peters' contention with a more specific example: 
Japanese companies were landing higher quality products on 
our shores than we were making and at substantially lower 
prices. Frantic investigations revealed these powerful new 
Japanese manufacturers were boldly defying a management law 
thought to be as certain as the law of gravity; they were 
improving productivity and quality simultaneously. 13 
Business leaders noted such comments and something approaching a 
paradigm shift took place in their world. David Garvin of the influential 
12 Tom Peters; (1987) Thriving on Chaos: A Handbook for a Management Revolution; 
London: Pan Books 
13 Clemmer, Jim and Barry Sheehy and Achieve International/Zenger-Miller Associates 
(1993) Firing on all Cylinders: the Quality Management System for High-Powered Corporate 
Performance. (revised edition). London: Judy Piatkus 
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Harvard Business School noted this emergent trend in Western management 
practices. 
For the first time, top managers at the level of presidents and 
chief executive officers, have expressed an interest in quality. 
They have linked it with profitability, defined it from the 
customer's point of view, and required its inclusion in the 
strategic planning process. And in the most radical departure of 
all, many have insisted that quality be viewed as an aggressive 
competitive weapon. 14 
The issue of quality had been brought to the attention of business leaders, 
who were now calling for action from their companies. Such quality was 
interpreted broadly. Clearly a quality product was needed for top line sales 
success. In order to have a quality product, quality raw materials, and a 
quality production process were also needed. Finally, human resources had 
to be of the appropriate quality. For the first three aspects of quality - finished 
product, raw materials and process - companies were prepared to be held 
accountable. The final aspect - that of the educated and trained employee - 
was seen in the UK as mainly the responsibility of others. 
Education fell squarely within the government's responsibility and many firms 
expected their employees to arrive fully trained, either on their own initiative, 
or having been trained by a previous employer. There were, of course 
exceptions and governments were keen to emphasise training as a gain, both 
for employers and for individuals hoping to compete. UK governments 
14 Garvin, David A. (1988) Management Quality: The Strategic and Competitive Edge. The 
Free Press. (p. 21) 
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recognised that they could not fund all training, yet a future economy without a 
skilled workforce looked bleak. Companies and individuals had to take 
responsibility for training. The trick was to accomplish the shift to personal 
and corporate responsibility for future survival - to make lifelong learning a 
reality. 
To improve the first three aspects of quality, trade and professional 
organizations promoted the use of 'quality' measures that were taken up by 
companies. It is perhaps no surprise that the first companies to embrace 
such measures on a large scale were those in the deepest trouble in the 
manufacturing sector. A range of quality improvement tools was introduced, 
such as Statistical Process Control, The Deming Prize in Japan, ISO 9000 in 
Europe. As the changing shape of global trade affected more organizations, 
more holistic methods were sought, including those that could be used to 
improve the quality of services, not just products. The Malcolm Baldridge 
National Quality Award in the USA, the European Foundation for Quality 
Management and the UK's Investors in People seemed to answer these 
requirements while the Charter Mark scheme established the government's 
commitment to quality by introducing a scheme for the public sector. The 
sudden growth in these quality improvement tools, some of which are 
complex, perhaps served to confuse the issue, rather than clarify it for busy 
entrepreneurs. It would be useful then, to set out a definition of quality. 
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Definitions of quality 
It is tempting to assume that we all share the same perception of quality. 
However a cautionary tale will serve to illustrate the difficulties that can result 
from assumptions that are not made explicit. 
Ahmed, Brian, Christine and Devi made a car. It was really a 
box on a set of wheels, the sort there used to be when people 
had prams, but it worked, so long as it ran on the level and in a 
straight line. They spent a lot of time getting it to work 
reasonably well, and you would have said that they had worked 
as a team. But once it worked they began to wonder how well it 
worked. Each of them thought that the other three would know 
what they meant when they said that it worked well. 
But Devi meant that it was nice to ride in; Christine wanted to 
give her dog rides in it; Brian preferred to see how fast it would 
go without falling over (even if it did fall over); and Ahmed was 
concerned to see how well you could steer it even though it 
hadn't got a steering wheel and you had to go very slowly round 
comers if it wasn't to tip you out. 
Blyth's story (1990)15 is of four children about to discover that surfacing 
assumptions is imperative for a shared understanding of what is to be 
achieved. So it is with quality. Galloway (1996)16 identified six different types 
of quality. One of these he called Transcendent. This he defined as: 
Quality as innate excellence, a property possessed by an object 
and recognised rather than identified or measured. 
This is certainly one generally accepted definition of quality, but it is perhaps a 
lay person's definition. 'Quality is excellence' cannot be argued with - but 
neither can it be defined or measured. It would not have helped the four 
15 Alan Blyth 'Some Implications of Assessment in Primary Industry Education' from Ross, 
Alistair (Ed) (1990) Economic and Industrial Awareness in the Primary School; PNL Press 
and SCIP 
16 Galloway, Les (August 1996) But which quality do you mean? Quality World (p. 564) 
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children to surface their differing assumptions so they could seek consensus 
on designing in or measuring the quality of their car. 
The definition of quality that is chosen carries with it some assumptions. To 
ensure that the chosen definition is intended rather than accidental, the 
thinking behind the definition needs to be explored. Some examples will 
illustrate this. 
The first example is from the British Standard for Quality Audit, BS4778 
(1979): 
The totality of features and characteristics of a product or a 
service that bear on its ability to satisfy a given need. 17 
This definition focuses on the production aspects with the merest hint of 
customer needs that must be satisfied by the product or service. Juran 
(1988)18, one of the gurus on quality, defined it simply as fitness for use. The 
advantage of this is its brevity, clarity and simplicity. In this case, Juran made 
it clear that it is the customer who defines fitness and use. 
Conformance to requirements was the preference of Crosby (1979)19, an 
evangelist of quality. Here the customer defines what is wanted and the 
requirements to which the product or service must conform. However, 
17 . _. , ... _ .,, , . -.,.. ý^... ... ý., ,ý,,. tsrwsn 5ianaara (1 I J) 4/ /ü or uUallty AUair. London: 15V 40 
juran, i. m. (iyöö) , iuran on manning ror wuanry, Lonaon: uonier macmman 40 
"Crosby, Philip (1979) Quality is Free, New York. McGraw-Hill 
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disciples of Deming (1988)20 see 'requirements' as a limiting factor, with 
producers simply meeting the specification. This approach would militate 
against innovation that would meet the customers' underlying needs more 
effectively. 
In comparison, the Japanese word 'kaizen' is usually translated as continuous 
improvement. It means continuously improving everything that everybody 
does, in every process, in every part of the organization at every minute of 
every day. The approach suggests a whole chain of internal customers as 
well as external customers. If the product or service is really improved then 
the customer will not merely be satisfied - s/he will be delighted. 
This aspect of delighting your customers is the basis of the definition from 
Macdonald and Piggott (1990). 21 
Quality is delighting the customer by continuously meeting and 
improving upon agreed requirements. 
Linked with this definition is the concept of associated quality - the services 
that accompany the primary product or service. An example of this is given in 
Popplewell and Wildsmith in Becoming the Best (1988)22, a novel about total 
quality. Here, a good customer is sent an invoice for goods neither ordered 
nor received. The customer being put on the list of bad debtors makes the 
20 
ueming, W. E. (19$8) our or we crisis, camdriage: camdnage university tress 94 
Macdonald, J. and Piggott, J. (1990) Global Quality: the new management culture, London: 
Mercury Books 
; r: l ?! Ayq 
lil1r, ry Ii1Slt 
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error worse and the company loses a large account. The lesson is that it is 
not just the quality of the manufactured good that matters, but the total 
experience with the company. Macdonald and Piggott elaborate on their 
definition: 
The customer's perception of quality includes more than the 
satisfaction obtained from the primary product or service. Their 
view of the company that provides the basic need will include 
how the original enquiry was handled on the telephone, the 
method of timing of delivery, the clarity and helpfulness of the 
operating instructions and the timeliness and accuracy of the 
invoice. Clearly if we are to delight the customer, quality 
management must be extended to the administrative areas. 
Feigenbaum gave a lengthy definition of quality, but it illustrates the level of 
thinking that underpins the conscious choice of definition. 
The total composite product and service characteristics of 
marketing, engineering, manufacturing and maintenance through 
which the product and service in use will meet the expectations 
of the customer. 23 
This definition firmly links the softer, service aspects to the original 
engineering focus of quality. In so doing it emphasises that the customers' 
use of the product or service will be the determinant of quality in the eyes of 
the customer whether internal or external. It demonstrates that quality is 
everybody's responsibility and not a specialist function. The Marriott Hotel 
chain used a series of case studies to demonstrate this in their advertising. 
One advert described a customers delighted reactions to an employee who 
loaned him cuff links for an important formal dinner; another customer wrote 
22 Popplewell, B. and Wildsmith, A. (1988) Becoming the Best: how to gain company wide 
commitment to total quality, Aldershot: Gower 
23 Feigenbaum, A. V. (1983) Total Quality Control (3rd edition), Maidenhead: McGraw-Hill 
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of how the receptionist drove her to the airport when no taxicabs could be 
found. The thrust of the advertising campaign was that all Marriott employees 
seek (and are empowered) to delight their customers, by offering service 
beyond customer expectations. 
The choice of definition also has some profound implications for the choice of 
quality systems and tools. These influence, and are influenced by, the role 
and style of managers and supervisors, which in turn influence the treatment 
of colleagues at work. Whereas techniques such as statistical process control 
(SPC) reduced the operator to a machine minder required to conform robot- 
like to a set of instructions, kaizen and more recent thinking strongly 
encouraged shopfloor operators to contribute ideas for improvement. 
Furthermore when services rather than goods were being provided, it became 
imperative for employees in contact with customers to have some leeway to 
be able to meet customers' needs (within clear limits of course). 
Organizations with this underpinning philosophy might describe themselves 
as having Total Quality Management, and one would expect to see effective 
suggestion schemes and feedback loops operating with a great deal of 
empowerment. It can be summed up by the remark of a cleaner working at 
Cape Canaveral. When asked what his job was, he responded, "I'm helping 
to put a man on the moon. " Such empowerment contrasted strongly with 
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Taylor's principles of Scientific Management (1947)24, and goes beyond the 
practice of McGregors Theory X managers (1960)25. 
Wille (1993) captured this emergent philosophy of quality: 
Quality then is about people. Quality is about working together. 
Quality uses techniques and gets everyone using them. Quality 
conforms to requirements, establishes fitness for purpose and 
above all delights the customer. Quality is produced by 
empowered people and in tum empowers customers by giving 
them what they want, and ultimately something beyond their 
expectations. 26 
This definition was a long way from the original concepts of standardised 
measures, clear specifications and inspection. Responsibility for quality had 
moved from the shopfloor to the boardroom, from a specialist to a generalist 
function and from being set by suppliers to being set by customers both 
internal and external. The most significant move, not yet accomplished 
across the board, was from management as a controlling function to 
management as an empowering function. These seismic shifts took place in 
a very short time - the latter part of the 20th century and were largely 
attributable to the key thinkers in the modern quality movement, particularly 
Deming and Juran. 
But no matter how carefully quality was defined there was a snag. The 
concept of quality itself changed as the organization developed, and as 
24 Taylor, F. W. (1947) Scientific Management, New York: Harper & Row 
-in " McGregor, D. (1960) The Human Side of the Enterprise, New York: McGraw-Hill 
26 Wille, Edgar (1993) Quality: Achieving Excellence: London: Century Business 
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customers' expectations changed. When a level of quality became the norm, 
something else was needed for a competitive edge. The quality of a product 
or service was a moving target - quality is a journey, not a destination - and 
continuous improvement meant just that: the improvements had to be 
continuous. 
Issues arising from the readings 
What becomes evident from this examination of the quality literature, is that 
there are many different approaches to the philosophy, definition, 
implementation and management of quality. Without a great deal of thinking 
and reading it was difficult for managers to make an informed choice about 
how their quality programme should be introduced, maintained and 
developed. In addition there were many books, tapes and videos promising 
that quality could be achieved by following the easy(? ) steps therein. Such 
misleading claims helped to generate disappointment and disillusionment with 
the whole quality movement. A report in Quality World27 suggested that 60- 
70% of companies in the USA and 40-50% in the UK either fail, or are 
disappointed with the implementation of their quality policies. For a subject on 
which such a lot has been written and discussed, how can this be? The 
research question, "What makes quality work in some organisations and not 
in others? " needed some answers. 
27 John Macdonald (March 1995) quoted in a report publicising his book: TQM: does it really 
work? Quality World 
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Flood (1993) suggested one answer. He identified three main approaches to 
quality management, exemplified by the types of books written about it: 
One sort of book is written by gurus who espouse their own 
brand of quality management. A second sort concentrates on 
and details particular aspects of quality management such as 
Statistical Process Control. In contrast, another sort provides a 
helicopter view that attempts, in piecemeal fashion, to introduce 
the entire literature of quality management. None of the works, 
however, have successfully made sense of quality management 
in terms of established management and organization theory. 
None of the books have made sense in terms of the 
management and systems sciences. 28 
One of the difficulties in writing about quality was that it was systemic - it 
affected everything else. What was needed was a synthesis of the thinking of 
the gurus, set within the context of organizational theory. Then it should be 
possible to identify the key factors that would enable - and inhibit - quality 
practices. 
Themes from the gurus 
Although couched in different words, and concentrating on different aspects, a 
number of common themes emerge from the writing of the gurus. These 
include: 
" Quality must be designed in, not inspected out. Technology 
should be used in production to eliminate faulty products. 
28 Flood, Bob (1993); Beyond TQM; Chichester: John Wiley & Sons (p xxii) 
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" Quality is not just about providing a good product. This is 
necessary but not sufficient. The range of associated 
experiences must also be of good quality. 
" Quality is a journey, not a destination. There is always scope for 
further improvement. 
" Quality is everyone's job within the organization, and where 
partnerships are established with both customers and suppliers 
there are greater opportunities for quality improvements. 
"A quality climate needs to be established. This involves making 
everyone aware of the part they can play and empowering them 
to play it. It means that managers should never allow poor 
quality to be dispatched because of deadlines or targets. It 
involves rewarding people who produce quality work, and 
encouraging pride in a job well done. 
" Progress on the quality journey must be measured, monitored 
and published. Appropriate measures are vital, as is the 
openness of communications between Departments and 
between staff at all levels. In large organizations communication 
is always a problem, and this is another challenge. But free 
flowing communications are vital to keep everyone in touch. 
Such communications would include sharing the learning 
resulting from quality improvements. 
" Fear has no place in a quality organization. Leaders accept that 
mistakes occur, acknowledge and learn from them. The 
important thing is to pick up mistakes as early as possible. 
Information is shared, perhaps through problem-solving projects 
with cross-disciplinary teams. 
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" Self-improvement and training - learning - is a natural part of 
working practice. 
Quality begins with each person. Although systems and 
technology can assist in supporting quality, without a passionate 
commitment to quality from each person, any quality initiative is 
destined to fail. Such personal quality extends beyond the 
workplace into the individual's work/life balance, and into the 
global community through sustainable practices in employment, 
production and distribution. 
" For all these reasons, the quality of leadership is paramount. 
That involves a complete rethinking of attitudes and behaviour to 
generate a more powerful management style. This goes far 
beyond slogans and occasional pleasant words. It is a way of 
living based on unconditional positive regard for all stakeholders 
- and the leader must lead by example: by modelling the 
behaviour expected at all times. Quality is closely associated 
with self-esteem. 
A challenging agenda 
When the key themes are amalgamated they set out a challenging agenda. 
Some aspects, like using technology to eliminate defective products, were 
fairly straightforward. Others, like the radical change in leadership, would 
take longer to achieve. Most crucial, however, was the change in attitude and 
behaviour of the whole workforce, including the leadership team. However, 
some ideas were emerging as to how this could be accomplished. 
32 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
Tom Peters' and Bob Waterman's In Search of Excellence was published in 
1982, and the fact that it quickly reached the best-seller lists demonstrated 
that quality was on the agenda for many businesses and their managers - as 
far as they could see, quality equalled survival. It also helped that Peters and 
Waterman gave concrete examples of successful businesses, used a number 
of quotations to support their thesis, and tended to ignore some of the more 
detailed philosophical aspects of the quality debate. Philosophical discussions 
about quality didn't increase production or profits or cut costs. Actions were 
needed, and the best seller gave lots of examples of successful actions. Tom 
Peters was a persuasive speaker, and Bob Waterman a respected academic. 
Unfortunately, what seemed to be straightforward recipes for success were 
difficult to apply in a single company, since the actions described were taken 
from a range of enterprises. In time, sadly, many of the companies cited as 
examples of excellence failed to live up to their promise. Disillusion set in and 
'quality' was in danger of becoming just another management fad. 
There were other aspects to the entrepreneurs' resistance to the quality 
bandwagon. One was the very notion of continuous improvement. It was 
difficult to imagine continuous improvement over an extended timescale. 
Intuitively, one suspects that diminishing returns would set in, and that later 
improvements would prove difficult to identify and implement. Tom Peters 
spoke of "learning to love change" while Toffler warned against Future Shock. 
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But in both these cases, there was a sense of management pushing change - 
controlling it - to meet a management agenda: a top-down approach. If there 
was one thing the gurus did agree on, it was that responsibility for poor quality 
rested with the boardroom not the shopfloor. Change was needed there, and 
it related to changes in attitude and behaviour: the elusive management style. 
The kaizen approach suggested that effective change could be generated by 
the individuals responsible for its application - whatever their level in the 
organization. The idea was that people who carry out a particular function 
were best placed to suggest improvements in it. Furthermore, where 
customers and suppliers were brought into the quality partnership, they could 
offer feedback and suggestions that would generate further quality changes, 
by giving an external viewpoint. Changes generated in this way would lead 
operatives to have a greater sense of ownership. 
This notion of organizational change being promoted from sources outside the 
organization was not new, given the turbulent market environment. What was 
different about this, however, was that the organization was inviting such 
change, rather than having change imposed upon it. This was no soft option. 
Visitors told us pretty plainly what they thought about us, which 
was quite hard to take. Staff at the meetings became quite 
distressed. 
... The frank and open meetings between junior and 
senior staff were equally difficult., the messages were blunt29 Sue 
Street, Head of the Sentencing and Correctional Policy 
Directorate (p. 38/40) 
29 Rana, Eila (2 March 2000) 'Open Plan Government' People Management 
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What was needed was a model that would assist organizational leaders to 
implement quality programmes in a more holistic way. 
A holistic quality management system? 
The Cabinet Office examined the range of quality schemes used in the private 
sector in 1999/2000 with a view to learning from them and spreading good 
practice. There was little in the public sector inspection arrangements that 
reflected, say, the Excellence Model that was so widely used in the 
commercial world. A notable exception was Her Majesty's Inspectorate of 
Constabulary (HMIC). This Inspectorate published a range of 'protocols' in 
2000 that linked their inspection methodology and criteria into the Excellence 
Mode130. This accomplished two things. Firstly it recognised the existing use 
of the model by many police forces. Secondly, it rendered the inspection 
process transparent. This legitimised the forces' use of self-assessment, the 
results of which were being used to demonstrate forces' compliance with Best 
Value legislation. 
Public sector quality initiatives were moving closer to the Excellence Model. 
The advantage of this model was that it provided the basis for a holistic quality 
assurance management system. It generated information that could be used 
30 Please see next section for a fuller explanation of this. 
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to drive more effective decision-making at all levels. The public sector was 
demonstrating that it understood the message of `adapt to survive'. 
Adapt to survive - learning as a business strategy 
There was a growing movement emphasising that organizations needed to 
adapt to survive. Strong sentiments had been expressed about the need for 
individuals and organizations (including the public sector) to become more 
flexible and responsive to change. It was thought that training or other 
development activities would encourage such flexibility and responsiveness. 
An oil executive, Archie Dunham, Chief Executive of Conoco (part of the Du 
Pont Corporation) emphasised the relevance of learning for his staff: 
Every employee in Conoco must be committed to continuous 
improvement and continuous learning throughout his/her career. 
That's the only way we're going to achieve our long term goals. 31 
This theme was echoed by Arie de Geus, who was Head of Planning for 
Royal Dutch Shell. For him: 
The ability to learn faster than your competitors may be the only 
sustainable competitive advantage. 32 
Both business leaders strongly supported learning as a means of 
organizational survival in a competitive, changing world. Dunham combined 
learning with the drive for continuous improvement - i. e. constant change - as 
a solution to the problems facing firms in a turbulent environment. De Geus 
31 r, - .--. ,-, -- .-., 1 r 1. T.. .. .. uunnam, Hrcnie t zb january lyyb) uiopai i own haii Meeting (viaeo) 
aý -- de Geus, Arie (March/April 1988) "Planning as Learning" Harvard Business Review (p70- 
74) 
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stressed the need for individual learning to become organizational learning. 
In both cases, the argument is accepted that only businesses that can adapt 
will survive, and the implication follows that only individuals who are 
committed in this way will survive in such organizations. Note the links made 
between learning and change - in this case continuous improvement - and 
again, note how such learning was seen as the solution to achieve long-term 
organizational goals, by enabling response to such change. As learning 
became seen as an essential part of organizational survival, the links between 
learning and quality were becoming clearer. 
In The Structure of Scientific Revolutions Kuhn (1962)33 speaks of paradigm 
shift. Kuhn argues that scientists in any field at any one time hold a set of 
shared beliefs about the world, which constitute the dominant paradigm. 
Normal science proceeds under this set of shared beliefs and experiments are 
carried out within their boundaries. But something happens to challenge the 
paradigm. Responses may include ridicule, doubt and dismissal - but in time 
will also include supporting evidence and progress towards a new set of 
beliefs -a new paradigm. A new paradigm for organizational and individual 
development was emerging based on education and training - organizational 
learning. 
33 Kuhn, Thomas (1962) The Structure of Scientific Revolutions. Chicago: University of 
Chicago Press. 
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Paradigm shift? 
Each paradigm had a series of taken-for-granted assumptions that allowed 
thinking to remain anchored in long held beliefs, despite evidence to the 
contrary. The old paradigm for education and training included: 
" Education from 5-16 years was provided by professionals, with 
the state responsible for funding. 
" These professionals cultivated the 'Secret Garden' of the 
curriculum and were not subject to challenge by non- 
professionals. 
" Education was a filter for allocating some of the good things in 
society like careers and status. 
" Education would increase the quality of human capital, leading 
to a better society. 
" Firms might support training, unless it enhanced the employee's 
opportunity to move elsewhere. 
" Training was a cost both in terms of provision and abstraction 
from the workplace. 
" When profitability fell, training costs were cut. 
" Development was something the individual got as s/he moved 
through a career path. 
If all else failed, it was the responsibility of the individual to get 
the training s/he needed or wanted. 
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All of this seemed to hold together during times of relative economic stability. 
In times of global turbulence, some cracks began to appear. That led to 
questions, doubts and new analyses. Gradually a body of literature emerged 
that challenged these assumptions. The emergent paradigm, set within a 
turbulent environment, recognised that adaptation to change was necessary 
for organizational survival. Corporate change was everyone's responsibility, 
and the empowerment of employees was needed to accomplish this. 
Education, training and development were essential for everyone, and this 
was an investment in the future. Responsibility for the investment was shared 
between the state, the organization and the individual. Flexibility became the 
watchword for these three parties: only by being flexible could governments, 
firms and individuals survive. Once learning activities became recognised as 
essential, learning providers became more accountable to these stakeholders. 
The literature implied a chain of causation, starting with the premise that 
education, training and development were needed to build quality within the 
workplace. In improving quality, change was engendered that needed careful 
management if it was to further boost quality. Quality - continuous 
improvement in the workplace - was achieved by the ability to learn and to 
change. There was a strong link between these elements. By binding them 
together and using them effectively, individuals, organizations and society 
could adapt successfully, compete and survive 
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If the three terms - education, training and development - are bundled 
together into the term 'learning' then the new paradigm starts to become more 
visible. The clear links between learning and change were made more 
explicit. Friedlander (1983)34 commented: 
Learning is the process that underlies and gives birth to change. 
Change is the child of learning. (p. 194) 
Dixon (1994) spelled out a coherent relationship between learning and 
change, and highlighted the imperative for survival. 
A formula borrowed from ecology states that in order for an 
organism to survive, its rate of learning must be greater than the 
rate of change in its environment. ... Considering organizations 
as organisms, it is apparent that organizations are going to have 
to increase their rate of learning to survive in these times of 
unprecedented change. 
She continued by arguing that humankind is able to alter the environment as 
well as adapt to it. This alteration had two dimensions: the physical alteration 
such as technological changes, or the reframing or reconceptualizing of it, by 
creating meaning from data. 
Knowledge that we create through learning allows us to change 
our environment, whether by refraining it, physically altering it or 
both. These two factors, learning and change, reinforce each 
other. The faster the rate of change the more new knowledge 
we must create to deal with the change; the more knowledge we 
create the faster we change our world. 
The new paradigm viewed learning as an essential part of organizational 
change, and organizational change as an essential part of survival. Dixon 
34 Friedlander, F. (1983) 'Patterns of Individual and Organizational Learning' in Srivastva, 
Suresh and Associates, The Executive Mind, New Insights on Managerial Thought and 
Action, San Francisco: Jossey-Bass (pp. 192-220) 
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also emphasised that the pace of such change would increase. The 
increasing acceptance of global turbulence added credence to this analysis. 
Generally speaking, learning was still viewed as an activity for individuals. 
This proposition was the central theme of John Gray's best seller Men are 
from Mars; Women are from Venus. He suggested that many of the 
difficulties encountered in personal relationships sprang from a lack of 
understanding of the others' communication style35. The book sought to 
promote learning resulting in changed behaviours in order to enhance 
personal relationships. 
The emerging paradigm suggested that learning could also occur within 
organizations. Dixon for example, argued that learning took place at the 
organizational level, and might follow or precede change. 
A hunicane, a hostile takeover or new government regulations 
can all necessitate organizational change. When such change 
occurs it is followed by organizational learning, even when it was 
not preceded by it. Change is preceded by organizational 
learning when, for example, an organization learns from its 
customers that product change is needed; it comes to 
understand that its reward structure is not effective; or it 
envisions a desired future towards which it chooses to strive. 
Organizational learning can lead to change which can lead to 
more organizational learning. 
The concept of the learning organization gathered momentum. It was 
developed across a range of disciplines across Western Europe. It had, at its 
41 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
heart, well-developed concepts of teaching and learning. Lessem (1991) 
explained: 
... it is no accident that the greatest management 
thinkers in the 
UK and Europe have focussed their attention on processes of 
learning and development. ... The requirements of managing 
in a 
changing environment are closely linked with the processes of 
learning - that is, in a managerial context. 
36 
Fortune magazine in the late 1980s, warned its readers to: 
Forget your tired old ideas about leadership. The most 
successful corporation of the 1990s will be something called a 
learning organization. 
The important aspect of these comments was the linking of learning to 
profitability and corporate success. The difference between learning 
organizations and others was summarised by Senge (1993): 
What fundamentally will distinguish learning organizations from 
traditional authoritarian controlling organizations will be the 
mastery of certain basic disciplines. ... For such an organization it is not enough merely to survive. Survival learning or what is 
more often termed adaptive learning must be joined by 
generative learning, learning that enhances our capacity to 
create. 37 
Practical strategies were needed to capture this organizational learning, and 
the 1980's saw the emergence of knowledge management with Perelman 
(1984)38 noting: 
35 Gray, John. (1992) Men are from Mars, Women are from Venus: A Practical Guide for 
Improving Communication and Getting What You Want in Your Relationships. New York: 
Harper Collins 
36 . ,.. --ý. - I-,. ,. _. . 
, ill 
t_essem, rconnie t iUa 1) r oraº Wuanry Learning. uxrora: tüaeºcwen 
J' Senge, Peter M: (1993) The Fifth Discipline: The Art and Practice of the Learning 
Organization: London: Century Business. 
38 Perelman, L. (1984) The Learning Enterprise: Adult Learning, Human Capital and 
Economic Development. Washington DC: The Council of State Planning Agencies. (page 
xvii) 
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By the beginning of the next century, three quarters of the jobs in 
the US economy will involve creating and processing knowledge. 
Knowledge workers will find that continual learning is not only a 
prerequisite of employment but is the major form of work. 
Zuboff (1988)39 claimed that the advent of the personal computer had 
changed assumptions about where learning occurs and for whom it was 
important. 
Learning is no longer a separate activity that occurs either before 
one enters the workplace or in remote classroom settings. Nor is 
it an activity for a preserved managerial group. The behaviors 
that define learning and the behaviors that define being 
productive are one and the same. Learning is not something 
that requires time out from being engaged in productive activity; 
learning is the heart of productive activity. To put it simply, 
learning is the new form of labour. (p. 395) 
Such ideas were no longer restricted to academic writers. Two quotations 
illustrated this. 
We are trying to sell more and more intellect and less and less 
materials. 
George Hegg, Vice President for Strategic Planning at 3M40 placed the 
theoretical concepts straight into the heart of the practical workplace setting: a 
profitable, multinational corporation. The second quotation came from a 
profile of Microsoft's founder Bill Gates. 
Microsoft's only factory asset is the human imagination. 41 
The difference at the turn of the century was the extent of the movement 
linking organizational success to adaptability brought about by organizational 
learning. Dixon summarised: 
39 Zuboff, S. (1988) In the Age of the Smart Machine: The Future of Work and Power. New 
York: Basic Books. Page 395 
40 ' 60,000 and counting'. The Economist: 30 November 1991 (p. 71) 
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It is the recognition of these two factors, the changing nature of 
work and the increased rate of change itself, that prompts 
organizations to view learning as a more critical variable than it 
might have been in the past. Organizations are trying to figure 
out how to improve their processes, transfer best practices from 
one part of the organization to another, more quickly incorporate 
new technologies, make collective use of what their subsystems 
know - all learning tasks. ... Learning is the most potent force for change that exists. (emphasis added) 
The links between quality improvement, learning and change were by now 
well established in the literature, and became enshrined in the EFQM 
Excellence Model when it changed in 2000. The next step was to see if they 
were evident in practice. Two organizations were used as case studies, both 
of which had undergone immense organizational change. They were used to 
check out the analysis in the Literature Review. Two objectives were set for 
the case studies: the first was to see if there was any evidence of learning 
resulting from the changes that had taken place in each organization. The 
second was to use any such evidence to illustrate the literature. 
41 Moody, Fred (25 August 1991)'Mr Software' The New York Times Magazine (p. 56) 
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Chapter 3- Methodology 
Competing Paradigms 
Easterby-Smith et a142 summarised the two main traditions from which all 
other paradigms derive: the positivist and the phenomenological philosophies. 
Of the former, they wrote: 
The key idea of positivism is that the social world exists 
externally, and that its properties should be measured through 
objective measures, rather than being inferred subjectively 
through sensation, reflection or intuition. The French 
philosopher, Auguste Compte (1853) said., 'All good intellects 
have repeated since Bacon's time that there can be no real 
knowledge but that which is based on observed facts. ' This 
statement contains two assumptions: firstly that reality is external 
and objective; secondly that knowledge is only of significance if it 
is based on observations of this external reality. 
In broad terms, positivism uses quantitative techniques to observe events to 
confirm hypotheses. Reality exists independently of individuals or society and 
careful observation, properly formulated, will yield facts that can be used to 
broaden our understanding of the world. 
In the last half of the 20th century a new paradigm emerged that does not 
derive from the positivist paradigm, except perhaps in reaction to it. Thomas 
Kuhn (1962)43 used the word 'paradigm' (pattern) to describe the progress of 
scientific discoveries in practice, rather than how they are subsequently 
presented in learned texts and journals. He suggested that science normally 
42 Easterby-Smith, M. Thorpe, R. Lowe, A. (1991) Management Research: An Introduction, 
London: Sage Publications. 
43 Kuhn, T. (1962) The Structure of Scientific Revolutions (op cit. ) 
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progresses in incremental steps, refining and extending current knowledge. 
Sometimes though, observations start to emerge that do not fit with existing 
models and theories. When a new way of looking at these results is found, 
that accommodates both the old and the new observations, new knowledge is 
found. It is suggested that major scientific and technical advances result from 
`thinking outside the box of existing ideas. This leads to a new combination 
of theories and research questions -a new paradigm - providing a greater 
depth of insight into the issues. 
The authors note that although the philosophies are very different, sometimes 
the methodologies used are not as clear cut. Sometimes a study rooted in 
one paradigm will use the methods of the other to provide more information or 
greater reliability on the events under investigation. 
Phenomenology - the newer paradigm - is a mirror image of positivism. Its 
tenets assume that the observer is: 
... fundamentally involved in the topic being observed and is 
neither objective nor value-free. Reality is socially constructed 
and individuals assign meaning to events. This gives rise to a 
different form of research. The phenomenological perspective is 
likely to focus on people, rather than things or events, and to use 
qualitative rather than quantitative methods. 44 
The literature on research methods indicated that the word 'paradigm' was 
used in many contexts with a number of meanings attached to it. "It is too 
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vague to be pinned down so it pops up everywhere. s45 Gareth Morgan41 
distinguished three levels of use: 
the philosophical level, reflecting basic beliefs about the world; 
the social level, providing guidelines about the conduct of 
research; and 
the technical level, specifying the methods and techniques that 
should ideally be adopted in conducting research. 
The literature suggested that the basis of a paradigm lay in three elements: 
... epistemology, ontology and methodology. 
Epistemology asks 
'How do we know the world? ' What is the relationship between 
the inquirer and the known? Ontology raises basic questions 
about the nature of reality. Methodology focuses on how we 
gain knowledge about the world. 47 
Despite Morgan's order of the elements above, it seemed more natural to 
change the order, with ontology first and epistemology second. 
Ontology 
Ontology defines the researcher's view of reality. If reality is external to 
individuals then it can be accessed by anyone. The facts about it can be 
presented and verified by reference to the situation. The five senses are the 
44 Easterby-Smith, M. Thorpe, R. Lowe, A. (1991). Management Research: An Introduction, 
London: Sage Publications. 
45 Mintzberg, H. (1978). 'Mintzberg's final paradigm' Administrative Science Quarterly, 23(4): 
p635-6 
46 Morgan, G. (1979). 'Response to Mintzberg' Administrative Science Quarterly, 24(1): p137- 
9 
47 Denzin, Norman K.; and Lincoln, Yvonna S. (Eds. ) (1998) The Landscape of Qualitative 
Research: Theories and Issues.: Thousand Oaks, California: Sage (p. 185) 
47 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
organs through which data is collected and evaluated. Broadly speaking, this 
is the positivist's view. Within this framework objectivity is external to the 
researcher and subjectivity is found within the researcher - her/his views, 
values, etc. 
Alternatively, if reality is the interpretation of events, rather than the events 
themselves, then reality differs with the individual. It is not the outward 
senses that convey objective truth but rather the internal construction placed 
upon those events that constitute reality. The values held by individuals will 
determine to some extent the interpretation that is placed on events or 
observations. Here the individual determines reality, and objectivity is 
achieved by introspection, while the experience of events is a subjective one, 
since each person will experience the same events in a unique way. 
A greater part of this research seeks to understand the meaning placed on 
certain phenomena by those who experienced them. The use of a small 
research base emphasises the individual and the particular - although some 
general principles may be drawn from the findings. This ideographic 
approach is consistent with the subjectivist approach to social science 
described in Burrell & Morgan. 48 
48 Burrell, G. & Morgan, G. (1979) Sociological Paradigms and Organizational Analysis 
London: Heinemann Educational Books 
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Epistemology 
Scriven (1991)49 defines epistemology as: 
A theory of knowledge. The subject concerned with what kinds 
of knowledge we have or can get by the various investigatory 
means at our disposal. 
While Denzin and Lincoln50 suggest that the epistemological question is: 
What is the nature of the relationship between the knower or 
would-be knower and what can be known? 
The epistemological questions posed by Burrell and Morgan51 ask whether it 
is possible: 
... to identify and communicate 
the nature of knowledge as being 
hard, real and capable of being transmitted in tangible form, or 
whether knowledge is of a softer, more subjective, spiritual or 
even transcendental kind, based on experience and insight of a 
unique and essentially personal nature. 
By choosing to work within a subjectivist framework, I faced a dilemma. If I 
believe that knowledge has to be personally experienced, then how am I to 
prepare a research paper that seeks to transmit such knowledge for critical 
appraisal? What is clear is that within such a framework, what can be known 
is constructed, and amenable to change in discussion with others. Within this 
participative enquiry, collaboration with the researched has been conducted to 
construct meanings from the phenomena. Three devices were used to 
enhance the validity of my interpretations. Firstly, the description of events 
49 Scriven, Michael. (1991) Evaluation Thesaurus (4th Ed). Newbury Park, CA: Sage 
Publications 
60 Denzin, Norman K. and Lincoln, Yvonna S. (Eds. ) (1998) (op. cit. ). 
51 Burrell, G. & Morgan, G. (1979). (op. cit. ) 
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given by interviewees was checked back with them and, in some cases, 
amendments were made. Secondly, the interpretations placed on events by 
interviewees were also checked out by reviewing the transcript. The third 
device was to explore in the interview itself the reasons that underlay the 
interpretations. I sought to surface values and assumptions that might 
influence the perception and interpretation of events, and asked the 
interviewee to comment on this part of the process. 
Methodology 
This final part of the paradigm choice concerns the selection of instruments to 
be used in gathering the data. The instruments of enquiry are basically 
threefold: questionnaire, interview and observation. Each instrument can be 
used within any research paradigm. Table 1 sets out the relationships 
between the two major inquiry paradigms. It is based on Denzin & Lincoln, 
with some additions. That enabled me to select a paradigm and begin to 
construct the methodology for the research. 
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Paradigm selection 
Table I- Key features of positivist and phenomenological 
paradigms 
Positivism 
Ontology Reality is external to the 
researcher. It will be shaped 
by political, social, cultural, 
economic and gender issues 
over time. However the facts 
will remain the same. 
Epistemology The researcher must remain 
objective by collecting, 
analysing and presenting the 
facts in a value-free way. 
Methodology Research methods are 
generally quantitative and 
often experimental. 
Hypotheses are subject to 
verification or falsification 
usually by means of 
representative samples of the 
population. 
Phenomenology 
Reality is socially 
constructed. It will 
emerge and perhaps 
change in discussion with 
others. 
The researcher seeks to 
understand the 
interpretations that others 
place on events. The 
researcher seeks to 
surface values and 
assumptions, and present 
them to the reader to 
assist in alternative 
explanations. 
Research methods are 
often qualitative, and the 
important issue for the 
researcher is to be faithful 
to the source of the data. 
Choices in research design - Decisions to be made 
Paolo Freire (1982)52 summarised my initial thoughts and preferences: 
52 Freire, P. (1982) Creating alternative research methods: learning how to do it by doing it. 
In B. Hall, A. Gillette and R. Tandon (Eds. ), Creating knowledge: A monopoly? Participatory 
research in development. New Delhi: Society for participatory research in Asia. 
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The concrete reality for many social scientists is a list of 
particular facts that they would like to capture... For me, the 
concrete reality is something more than isolated facts. In my 
view, ... the concrete reality consists not only of concrete 
facts 
and (physical) things, but also includes the ways in which people 
involved in these facts perceive them. p. 30 
It is perceptions and interpretations of events that drive the actions of 
individuals, and it is actions that impact on business results in the very 
broadest sense. The choice, then, was to use a subjectivist approach, but 
there were further issues to be resolved. 
The first issue was "How closely should I be positioned to the partners in the 
research? " Easterby-Smith53 presented a plausible argument: 
... interest and commitment shown by the interviewer often 
produces far better results than clinical detachment. 
But there was more to it than that. Both organizations knew something of me, 
so clinical detachment was inappropriate, and in any case, would have 
seemed false. Additionally, if this research was to be a living piece of learning 
within the organizations, then the trust and respect of the people involved was 
needed. This required some demonstrable commitment to take their world on 
their terms - for a spell at least. 
There was also a contribution to my development. Being able to admit lack of 
knowledge in some areas e. g. operational policing, oil refining processes 
63 Easterby-Smith, Mark; Thorpe, Richard; Lowe, Andy: (1991) Management Research: An 
Introduction. London, Sage Publications. 
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might help to build trust, by leaving the potential 'victims' of the research 
in a 
stronger position than me. 
The next choice involved a decision about sampling. There were not the 
resources to support large-scale questionnaires and interviews and the 
number crunching that would be needed. Rather, the choice was about who 
should be interviewed so that each organization could be fairly represented. 
An initial assumption was that very different pictures would emerge, 
depending on who was interviewed. To interview one complete level of a 
hierarchy, or a complete department might produce a false picture of 
cohesion. For example, in the case of an orange different structures are 
shown, according to how it is sliced. A cross-section of an orange reveals a 
wheel shape, while a longitudinal slice displays segments within a skin, 
divided down the middle. If this is true of something so simple, how much 
difference would it make in a complex organization? It seemed logical 
therefore to take an orthogonal slice across each organization to give the best 
opportunity of gaining and presenting a more complete picture. 
Since the research involved working in some depth with only two 
organizations, presenting them as case studies would be appropriate. Cohen 
and Manion" explain: 
sa Cohen, Louis and Manion, Lawrence. (1994) Research Methods in Education (4th edition) 
London: Routledge 
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Unlike the experimenter who manipulates variables to determine 
their causal significance, or the surveyor who asks standardised 
questions of large, representative samples of individuals, the 
case study researcher typically observes the characteristics of an 
individual unit -a child, a clique, ... or a community. 
The 
purpose of such observation is to probe deeply and to analyse 
intensively the multifarious phenomena that constitute the life 
cycle of the unit with a view to establishing generalisations about 
the wider population to which that unit belongs. (p106/7) 
Stake55 suggests three types of case study: 
1 Intrinsic case study, where one seeks better understanding of this 
particular case. 
2 Instrumental case study, where a particular case is studied to provide 
insight into an issue, or a refinement of theory. The case is of 
secondary interest; it plays a supporting role, facilitating our 
understanding of something else. 
3 Collective case study, where a number of cases are studied jointly to 
enquire into the phenomenon, population or general condition. 
In this research, the second of these, the instrumental case study, fitted best 
the purpose of the research. There were to be some quantitative aspects to 
this, but this would not detract from using the cases as part of a qualitative 
methodology. 
66 Stake, Robert E. Case Studies: Chapter 4 in Denzin, Norman and Lincoln, Yvonna S. 
(Eds. ) (1998) Strategies of Qualitative Inquiry Thousand Oaks, Ca: Sage 
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Some case studies are qualitative studies, some are not ... Case 
study is not a methodological choice, but a choice of object to be 
studied. We choose to study the case. ... The physician studies the child because the child is ill. The child's symptoms are both 
qualitative and quantitative. The physician's record is more 
quantitative than qualitative. The social worker studies the child 
because the child is neglected. The symptoms of neglect are 
both qualitative and quantitative. The formal record the social 
worker keeps is more qualitative than quantitative. ... As a 
form 
of research, case study is defined by interest in individual cases, 
not by the methods of inquiry used. 56 
Intrinsic case study might lead to the construction of theories based on 
empirical work including previous literature. The focus in this research was on 
the change process. That would involve some hypothesis testing, from which 
a substantive theory about responses to change followed by a formal theory 
about change management could be derived, or at least illustrated. 
Stake points out that the case study researcher seeks out both what is 
common and what is particular about the case, but the end result regularly 
presents something unique. 
The purpose of case study is not to represent the world, but to 
represent the case. 57 
... readers learn little from researcher-provided cases as the basis for comparison. ... Readers examining instrumental case 
studies are shown how the phenomenon exists within a 
particular case. 
However, case study can be very useful as: 
... an early building block towards a more generalisable theory or 
worthy of study in itself (as in biographies, institutional self study, 
programme evaluation, therapeutic practice). 
ss Stake, Robert E. (1998) Ibid. 
67 Ibid. 
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The work would involve the conscious formulation of hypotheses and a 
treatment of them. It seems likely that hypotheses generated by a subjectivist 
approach would be more amenable to falsification than verification. That 
meant that the researcher needed to try to remain aware of her own 
assumptions and values (as far as possible) and seek to apply falsification 
strategies to the emerging findings -a process described by Reason (1988)58 
as critical subjectivity. 
Evaluation to assist the research? 
Easterby-Smith (1991)59 argues that there are three general purposes for 
conducting an evaluation: proving, improving or learning. The first of these 
seeks to demonstrate conclusively that something has happened as a direct 
result of an intervention, and this can be linked to judgements about the value 
or worth of the intervention. The second - improving - seeks to discover how 
future interventions may generate outcomes that are better than the current 
outcomes. The third - learning - 
... recognises that evaluation cannot with ease be divorced from the processes upon which it concentrates, and therefore that this 
slight problem might well be turned to advantage by regarding 
evaluation itself as an integral part of the learning and 
development. 60 
68 Reason, P. (Ed. ) (1998). Human Inquiry in Action: Developments in New Paradigm 
Research. London: Sage. 
69 Easterby-Smith, Mark (1991) (op. cit. ) 
60 Easterby-Smith, Mark. (1986) Evaluation of Management Education, Training and Development, Aldershot: Gower. 
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The mindset implied by this choice would help build the relationship sought 
between the researched and the researcher. The use of evaluation as 
learning as a focus for my intervention in each organization might be less 
threatening for them, and more consistent with the underlying principles of the 
collaborative construction of realities to promote learning. 
Criteria for choice 
I Personal preference was a key criterion. The challenge of conducting 
formal research using qualitative methodology appealed to me. 
" Objective facts are difficult to determine where change 
processes have been involved, and people's perceptions are in 
any case the reality with which managers have to deal. 
" As an evaluator, I could be a partner with stakeholders in the 
creation of data, rather than an objective collector of data. 
" The evaluation report would be a collaborative process with 
partners, resulting in something being constructed rather than 
revealed by the investigation. 
2 The limited resources available were another factor. Easterby-Smith 
(1991)6' deals with four archetypal research models: 
military model, involving teams of people, substantial 
preparation and planning, some differentiation of roles between 
61 Easterby-Smith, Mark; et al (1991) Ibid. (page 60-61) 
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those who plan the research, those who gather data and those 
who make sense of the data: 
private agent, students and maverick academics, individuals 
operating independently, developing their own ideas using their 
own resources, making the best of whatever opportunities are 
available: 
" investigative journalism, deception is legitimate and necessary 
because powerful organizations and individuals will try to 
repress worthwhile research, researchers should be 
opportunistic using any means necessary to gain access and 
gather data, and should publish findings quickly and regardless 
of consequences: 
appropriate technology, where the normal trappings of the 
research environment cannot be taken for granted. 
Researchers in this context were likely to use ethnographic 
approaches to identify the actual processes of management or 
managing within the particular cultural context. 
The implied deception in investigative journalist did not sit comfortably with my 
values, and given the pre-existing relationships, would have been impossible. 
Despite limited resources, these were nevertheless more than the appropriate 
technology model suggested. Using this analysis, the private agent category 
applied. 
3 Two interesting organizations were prepared to grant access and 
collaborate in the research. It seemed possible to develop some mutually 
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beneficial learning from the experience - and the difficulties associated with 
negotiating access were minimised. The attendant risks were that the 
findings would upset some people, and there was a degree of personal and 
professional risk. I deemed these risks worth taking. 
4 The subject of study was neither quality assurance itself nor change 
management itself, but rather the interpretation placed on these concepts by 
others. It was hoped that the study would help me to promote continuous 
improvement more effectively than before. 
5 Gradually as the research developed, issues of reliability, validity and 
generalisability arose. Will anyone believe this? What should be the role of 
stakeholders (including the academic ones), the powerful and the less so? 
Could the views of the 'victims' of the research be fairly represented? That 
led to a search for ways of ensuring that the work stood up to these tests. 
6 Finally, something that had been part of personal readings merged into 
the professional research. The notion of work as part of the heroic quest for 
identity seemed out of place in a serious piece of academic work in this field. 
However, the theme merged itself into my understandings and the work of 
writers on motivation took on new meaning. This last part has been the most 
difficult to resolve, and may be contentious. Since it emerged from my 
reflections rather than empirical work, it is given in the coda at the end. It is 
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less amenable to critical appraisal and therefore more likely to be viewed as 
irrelevant. For me however, it became a key to explain the motivations - and 
frustrations - of some of the people encountered in the course of this work. It 
is unlikely to apply to everyone, or perhaps even most people. But it may help 
leaders to seek the hero in others - and to release the heroes in themselves. 
Methodology 
The third component of the paradigm - the methodology - could now be set in 
place. Negotiations had clarified that the research was to be an interactive 
process designed to answer questions about the impact of a major change 
initiative on each workplace, so that the organization might learn. The multi- 
method approach used would provide a richer seam of data and might also 
provide opportunities for triangulation, giving increased validity to any 
judgements made. 
The methodological hypotheses 
Using a subjectivist approach, two working hypotheses were tested. 
The first was that different people in the organization would have a different 
view of any major change. If this proved valid, then organizational change 
was immensely complex, since it rests on every individual's (subjective) view 
of reality, and that view is inevitably partial, depending on his/her standpoint 
within the organization. 
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Secondly, the literature, and my own experience suggested that there is often 
a gap between the espoused theory (what managers say they want) and the 
theory in action (what they really promote by their actions)62. It is this (often 
unrealised) gap that can cause cynicism, sabotage and the failure of good 
ideas in the workforce. I wanted to establish whether such a gap existed in 
these two particular situations and if so, its impact on the change process and 
subsequent outcomes. 
The challenge was to devise a methodology that captured a range of 
perspectives from within the organization. It was also important to capture 
views about the past, the present, and for the future. Then the whole would 
need to be brought into a synthesis to enable judgements to be made, and to 
highlight the learning points for the organization. 
Description of activities 
Defining Terms 
The quest began simply enough, by seeking to define some terms: 
'education', 'training' and 'quality' as it applied to training. It was clear from 
the Literature Review that there was no agreed definition of 'quality'. I sought 
to define it within the context of National Police Training, my own organization. 
62 Argyris, C& Schon, D (1974) Theory in Practice: Increasing Professional Effectiveness. 
Jossey-Bass, San Francisco, CA. 
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A questionnaire was administered at a conference of Training Managers from 
each of the 43 police forces in England and Wales (Copy in Appendix 3). 
Among other questions were some that sought their definitions of quality as it 
applied to their own situation. The concepts they identified were used to draw 
up a second, very small scale, questionnaire that was administered to the 
Directors of Study at National Police Training Harrogate (copy at Appendix 4). 
The Directors of Study here are regarded as the very best trainers within the 
police training estate, and a series of forced pairs were used to generate an 
order of importance for the key ideas surrounding concepts of quality. 
QUESTIONNAIRE FOR MANAGERS/TRAINERS/STUDENTS 
Respondents were asked to choose from a selection of 15 statements - 
forced pairs - reflecting the priorities identified at the Force Training 
Managers' Conference. 
A good trainer is one who: 
1 has high standards of excellence 
2 meets his/her own clearly defined objectives 
3 meets training targets 
4 meets force indicators 
5 meets community needs 
6 contributes to achieving organizational goals 
7 delivers what trainees want 
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8 delivers what end users want 
9 gives value added 
10 has an impact on performance 
11 maintains contact with trainees 
12 gets positive comments from trainees 
13 gets on well with trainees 
14 gets on well with other staff 
15 evaluates his/her own performance effectively 
Statement 1 is undefined - excellence and high standards mean different 
things to different people, and tend to be value driven. 
Statements 2,3 and 4 and 15 are more defined, but give different priorities. 2 
and 15 are trainer centred, 3 is training department centred, and 4 is force 
(operationally) centred. 
Statement 5 is community centred as well as being undefined. Statement 6 is 
more broadly organizationally centred than previous statements. 
Statements 7,11,12 and 13 are trainee centred, while statements 8,9 and 10 
imply a model of training to meet business needs. 
Statement 14 reflects an approach that Charles Handy describes as a club 
culture. 
The aim of this small project was to determine whether quality in training 
could be defined consistently by a homogenous group of people who regularly 
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work together. If consensus could not be achieved in this group, then it is 
likely to prove difficult to achieve it in any other group of trainers and their 
managers. The purpose of using the range of concepts was to tease out the 
underpinning ideas that surround views on 'quality in training' and make them 
explicit. Differences in priority would highlight areas for discussion when 
seeking consensus around the definition of quality and how it could be 
measured. 
Armed with these preliminary findings, I set out to discover how other 
organizations saw quality, the changes they introduced to pursue it, and the 
impact that such changes had. 
Case Studies 
In each case, I wanted to leave an impression of a professional piece of work, 
generating a picture of the organization that would be recognisable to those 
who worked within it, and that might offer some insights. 
Case Study 1- The Humber Refinery 
In the Humber Refinery, I sought to operate as a researcher/consultant. 
Accordingly the phases of consultancy were used to structure the approach, 
from making initial contact to disengagement and follow up. 
The structure used was: 
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" Making initial contact. 
" Gaining entry and building a relationship. 
" Building a working relationship and gaining trust. 
" Data collection and analysis. 
" Presentation to client. 
" Disengagement and follow-up. 
Making initial contact began with an exploratory letter, introducing the 
researcher and setting out the aims of the research. The benefits for the 
Refinery were also stressed. The response came by letter, then telephone 
calls marked the start of a less formal approach. 
Gaining entry and building a relationship started with some preliminary 
visits where the researcher and the two-person Continuous Improvement 
team met. This team were to be the channel of communication between the 
researcher and the plant. Objectives here were to emphasise the gains for 
both parties and to establish credibility. For the latter, I sought to demonstrate 
an understanding of quality assurance and change management. Accordingly 
I provided them with a Curriculum Vitae, set objectives and timings for 
meetings with them, shared a written summary of the meeting and always 
followed up a visit with thanks either in writing or by telephone. 
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Building a working relationship and gaining trust. In preparation for the 
one-week placement with the Refinery, a large number of preliminary 
documents were collected and read. The Continuous Improvement team was 
asked to clarify any issues that were unclear, and I continued to read around 
the topics. By observing behaviour, I conformed to accepted norms, such as 
the less formal dress code, the use of first names and the use of local 
terminology. Telephone calls kept both parties in touch and clarified the 
outcomes required by both parties. 
Collecting data The Continuous Improvement team provided a wide range of 
documents that they felt would be useful. In addition, other methods of 
research were used - questionnaires, interviews, observing meetings and 
other interactions. I made a practice of checking out her understanding with 
interviewees and presenting interviewees with a transcript of their response 
for possible amendment. 
The presentation The findings and interpretations were presented to the 
Refinery Leadership Team. This comprised a PowerPoint presentation, a 
brief workshop and a printed report. A letter of thanks was later sent to the 
Refinery Manager and asked for feedback. 
Seeking feedback Neither response nor feedback was forthcoming, despite 
gentle prompting. A second letter was similarly unsuccessful. Informal 
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feedback (18 months later) suggested that they didn't want to hear what was 
said. 
They were only interested in profitability, not stuff about the 
difficulties they were having with quality and how they might 
resolve them. 
Case Study 2- Merseyside Police 
This took the form of an evaluation, but the initial steps of gaining entry were 
similar to those followed with the Humber Refinery. They are described 
below. 
1 In discussions about the use of the EFQM model in the police service, 
Merseyside Police were mentioned as one of the front-runners. An informal 
conversation with a former colleague, who was then back with his force 
(Merseyside) led to the possibility of working with them. They were seeking 
ways of evaluating the impact of EFQM and this coincided with the need to 
evaluate the impact of a change programme in another context. There 
seemed to be a common interest. This carried some risk -I had already 
learned something of some grass-roots opposition to management-speak in 
the police service. Although this relationship started off informally, it soon 
became formalised in that a contract had to be signed relating to copyright 
and exercise of editorial rights. 
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2 Partners in the research selected the pilot area of St Helens for me to 
study. It was felt that this was the most successful of the pilots, and would 
perhaps have the most to contribute to the organization's learning. St Helens 
is the largest force area employing 300 staff with 7 satellite stations. Further 
preliminary interviews followed with other staff that had been involved in 
implementing the change process. 
3 The former colleague who had facilitated entry into the organization 
was identified as the central contact. All requests would be made through 
him, and all feedback would go through him. Building a working relationship 
centred on talking, listening and reporting back to this contact. 
4 Data collection took place through documentary analysis, semi- 
structured interviews and observation. The organization allowed generous 
access to a wide range of documents, people and settings. 
5A presentation was made to the Assistant Chief Constable responsible 
for managing this project. His staff officer (a key player in the early stages of 
the project) and my contact were also present. 
6 Disengagement and follow up included a letter of thanks to everyone 
who had helped, and special praise for my contact was sent to his line 
manager. Feedback was sought and given. (Letter at Appendix 8) 
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Methodological aspects for both case studies 
The methodological aspects are outlined in three phases: data collection, data 
analysis and presentation. 
Data collection 
There were three main areas of research, and a range of methods used to 
collect data within each area. 
" Historical research to provide an understanding of the context of 
the organization (interviews and documentary analysis), 
Fieldwork research into issues of interest (questionnaires, 
observations, interviews), and 
Desk based research (further reading of relevant literature to fill 
gaps in understanding). 
Historical Research (list of documents in Appendix 5) Many of these were 
given at the start of the project, others were collected en route. They included 
documents to help explain the background to the change initiatives, Project 
Humber or EFQM. 
Fieldwork research (one week in each organization) Questionnaires were 
used to map current concerns in relation to Project Humber. The hope was 
that this would help to locate the organization on the transition curve. The 
Schedule of Concerns is an instrument for measuring individual process, and 
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it is not appropriate to generalise from it, but it might offer a guide to current 
attitudes towards the change programme. That meant looking for patterns 
according to departments, or at different levels, or recognising that there 
might be no pattern at all. At Merseyside Police the fieldwork comprised 
semi-structured interviews and observations of meetings and other 
interactions. 
Desk based research - to fill the gaps in my understanding. Examples 
included reading around the EFQM model and the work of Juran that were 
used at the Refinery, and finding out about the Crime and Disorder legislation 
and Best Value that were being driven by EFQM in Merseyside Police. 
Questionnaires 
For the Humber Refinery, a questionnaire that I had seen used previously was 
the basis of the research. It sought to measure the intensity of concerns 
under a range of headings. The designers of the original questionnaire 
suggested that this would provide an insight into how individuals were 
responding to change. Some changes in terminology were required to reflect 
the context and language of the Refinery. A copy of the questionnaire is 
given in Appendix 6. 
To test this out an orthogonal slice through the organization was taken. That 
meant specifying respondents from different departments and at different 
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levels in the organization; some people who had been closely involved in the 
change programme, and others who had little or no involvement. The 
researcher provided a specification setting out the parameters of the sample 
to be selected. 
Interviewees were selected by people who wanted to demonstrate the 
success of the initiative. Such selected interviewees might influence the 
outcomes by presenting a partial or a distorted view. The researcher needed 
to be on the lookout for subtleties that might suggest such distortion, and to 
look for other evidence of alternative views. 
The Schedule of Concerns (SOC) Questionnaire surveyed individual adopters 
as to how their use of the innovation develops and matures over a period of 
time, and how the use is affected by out-of-classroom conditions and actions. 
(See Technical Note Appendix 7) 
The original use of the questionnaire had provided valuable information that 
had helped in planning successful and effective training sessions. It identified 
variables representing some middle ground between very specific micro level 
variables (such as the number of textbooks in the classrooms) and the very 
broad macro-level variables, such as leadership style. As the authors noted: 
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Understanding and describing the process of change in 
educational institutions, while at the same time maintaining sight 
of the individual, is a challenging task for managers of the 
change process ... (in the original CBAM* paper (19731) the authors proposed that Schedule of Concerns and Level of Use 
could be used as diagnostic tools for assessing where the 
individual members of an organization are in relation to the 
adoption of an innovation. 
The CBAM further proposes that the manager of a specified 
change could then use these diagnostic data in developing a 
prescription for needed interventions to facilitate the change 
effort. 63 
The model appeared to reveal the process of change for individuals, in that 
later concerns would arise ONLY after earlier concerns had been resolved. 
However, the authors (Hall, Wallace & Dossett, 1973) were keen to stress that 
the higher levels of concern were the dynamic of the individual and could not 
always be induced by external forces. Whether and with what speed higher 
level concerns develop will depend on the person as well as the innovation 
and the environmental context. Personalised interventions can facilitate 
change, but it is the individual who determines whether or not the change will 
occur. The Schedule of Concerns can provide valuable insights as to where 
people are and how the change process might be managed, but it is not a 
blueprint for manipulation. Nevertheless, to be able to identify current 
concerns would be a step forward in the change management process: it 
would provide information to guide interventions. 
"CRAM - Concerns Based Adoptions Model 
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The researcher was keen to discover whether the concerns about change in a 
factory would follow the same pattern as those expressed by teachers. If the 
Concerns Based Adoptions Model could be appropriately adapted for change 
in a variety of contexts rather than just schools, then it may be a powerful 
diagnostic tool for organizations seeking to adapt to a turbulent environment. 
If it proved to offer an effective diagnosis of current staff concerns, it might 
give some clues as to how to manage the next stages of the change process. 
Some further issues seemed to be relevant. The authors suggested that 
concerns about innovations appear to be developmental: earlier concerns had 
to be resolved before later concerns emerged. Signs that concerns had been 
resolved were a lowering in intensity of these concerns. Similarly, when later 
concerns were aroused, this was signalled by a rise in their intensity. Fuller 
(1969) pointed out that the arousal and reduction of concerns required very 
different strategies: 
Arousal seems to occur during affective experiences - for 
example, during confrontation with one's own video 
tape... Resolution seems to occur through more cognitive 
experiences; acquisition of information, practice, evaluation, 
synthesis and so on. (p. 2 18)84 
The observation that the arousal of concerns occurs during affective 
experiences tallies with observations that change has an emotional content, 
63 Gene E. Hall, Archie A. George, William L. Rutherford 
. 
(1979). Measuring the Stages of 
Concern about the Innovation: A Manual for Use of the SOC Questionnaire. The Research 
and Development Center for Teacher Education: Austin, Texas: University of Texas 
64 Fuller, Frances F. (1969) 'Concerns for Teachers: A Developmental Conceptualization. ' 
American Educational Research Journal vol. 6, no. 2. pp. 207-226. 
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as well as a cognitive one. This is exemplified by the transition curve, which 
plots time against the level of performance and illustrates the emotional roller 
coaster that accompanies change. 
Figure 1- The transition Curve 
Internalisation 
Beginning of transition TIME 
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The word near the start of the curve, Depression, has emotional overtones, 
while towards the end of the curve the words take on a more cognitive feel 
with Testing, Understanding and Internalisation. The researcher began to 
wonder whether the Stages of Concern might not be the same as the stages 
on the Transition Curve. If that were so, then there would be strong 
correlation between the two sets of descriptions. Table 265 compares these 
two sets. 
Immobilisation suggests that nothing is being done with regard to the change, 
and the SOC descriptor links with that since the individual has little 
involvement in or concern about the innovation. 
The Transition Curve descriptor'Minimisation phase' is ambiguous. The SOC 
Stage 1- Informational, speaks of a selfless interest in the innovation. It 
could be argued that there is minimal activity here: the individual is showing 
some interest in the innovation but is not, as yet doing anything about it. 
There is perhaps a suggestion that the individual is minimising the effect of 
the innovation, so minimisation might be a good correlation. 
The most strongly emotive term, 'Depression' is matched with Stage 2- 
'Personal'. The descriptor attached to this stage by the authors contains 
65 Original concept from Hall, G. E., Wallace, R. C., Jr., & Dossett, W. A. (1973). A 
Developmental Conceptualization of the Adoption Process within Educational Institutions. 
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some emotive words, "uncertain... inadequacy... potential conflicts", as well as 
some issues that are likely to raise the emotional temperature for most 
people, such as "financial or status implications of the program for self and 
colleagues". 
Letting go is matched with Stage 3- 'Management'. The descriptor here is 
moving towards the practical aspects of getting things done. It suggests an 
acceptance of the change and resignation that the individual has tasks to 
perform in relation to it. This seems to me to be a good fit of the 2 sets of 
descriptors. 
The next step of 'Testing' is described in the SOC as Stage 4- 
'Consequence'. During this stage the impact of the change on the client 
group is considered. The SOC descriptor uses words like "evaluation... 
improving performance and competencies, ... changes to increase student 
outcomes". These terms seem to me to fit well with the notion of Testing. 
Understanding maps across to Stage 5- 'Collaboration' on the SOC 
descriptors. Co-ordination and co-operation with others regarding use of the 
innovation is the focus here. Clearly such activities would assist 
understanding, and, arguably, a degree of understanding would be needed to 
Research and Development Center for Teacher Education, Austin, Texas: University of Texas 
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promote co-operation and collaboration, but the link in this case is not so clear 
cut as before. 
Table 2- Comparison of stages on the Transition Curve and the Stages 
of Concern 
" tTiiiGL. Ti "11 
t11t'[L: 
Immobilisation 0 
Minimisation 1 
Depression 2 
Letting go 3 
Testing 4 
Understanding 5 
Internalisation 6 
Awareness Little concern about or involvement in the innovation 
Informational. A general awareness of the innovation and interest 
in learning more detail about it. The person seems to be unworried 
about her/himself in relation to the innovation. S/he is interested in 
substantive aspects of the innovation in a selfless manner such as 
general characteristics, effects and requirement for use. 
Personal: Individual is uncertain about the demands of the 
innovation and her/his inadequacy to meet those demands This 
includes analysis of her/his role in relation to the reward structure 
of the organization, decision making, and consideration of potential 
conflicts with existing structures or personal commitment 
Financial or status implications of the programme for self and 
colleagues may also be reflected. 
Management Attention is focussed on the processes and tasks of 
using the innovation and the best use of information and 
resources. 
Consequence Attention focuses on the impact of the innovation 
on students in his/her immediate sphere of influence The focus is 
on the relevance of the innovation for students, evaluation of 
student outcomes, including performance and competencies, and 
changes needed to increase student outcomes 
Collaboration: The focus is on co-ordination and co-operation with 
others regarding use of the innovation. 
Refocussing: The focus is on exploration of more universal 
benefits from the innovation, including the possibility of major 
changes or replacement with a more powerful alternative 
Individual has definite ideas about alternatives to the proposed or 
existing form of the innovation 
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Finally, 'Internalisation' is a close match with Stage 6- 'Refocussing'. The 
SOC descriptor speaks of exploration of more universal benefits, changes, 
and the replacement of the change with a more powerful alternative. Here the 
descriptor indicates that the individual has taken the innovation to heart, is 
pushing out its boundaries, and even promoting further change. 
There does appear to be a good correlation between the two models. This 
clearly needs further testing, but if it is so, then the Schedule of Concerns 
gives a useful measure of the location on the transition curve, and suggests 
activities that would help to move the innovation forward. 
The original questionnaire was formulated for use in an educational context, 
and that was reflected in the language of the questions. With some 
amendment of the original questionnaire to make it more relevant to the 
context, the proposition was tested in the Humber Refinery. The original 
questions and the subsequent amendments are given in the Appendices. 
Observation 
Case study is based on observation, either participant or non-participant. The 
role as researcher was transparent throughout and therefore constituted non- 
participant observation. No part was taken in meetings, except to check out 
my notes at the end, allowing for errors in understanding to be corrected. 
78 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
Other observations took place in meetings, interviews and briefings, as well 
as in more natural settings (interactions with other people, in the dining hall) 
The range of meetings attended permitted the collection of additional data 
concerning espoused theory and theory in action and the possible gap 
between them. Notes made during the meetings were checked and both 
written and oral feedback was provided to the Chair following each meeting. 
The Chair provided a response, although the feedback was informal, and the 
response was usually limited. 
Interviews 
Easterby-Smith et al suggest that the primary purpose of interviews in 
qualitative research is: 
... 
to understand the meanings (that) interviewees attach to 
issues and situations in contexts that are not structured in 
advance by the researcher's assumptions. 
In both cases interviews followed a semi-structured agenda, with no tape 
recording of the proceedings. The oil refinery did not allow battery devices on 
site, and at Merseyside I chose not to use one, given that police suspicion of 
tape recorders might run the risk of tainted data in order to follow the party 
line. 
The semi-structured interviews were conducted to a specification that took an 
orthogonal slice through the organization. 
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Historical Documents 
Each organization presented me with a wealth of documentation to help 
understanding at the initial stage of contact, then with other documents to 
clarify my understandings as the research continued. A schedule of the 
documents provided is given at Appendix 5. All of it was carefully read and 
notes of issues arising were made. Much of the information was incorporated 
into the findings to reflect back to the sponsors the extent of the knowledge 
already within the organization - and some gaps and inconsistencies in it. 
Other methodological considerations 
Other methods used were derived from the paradigm itself, and the 
underpinning principles adopted. These included: 
stakeholder involvement in the design of the research and the 
construction of its data, 
the study of events in their natural setting, 
the use of the researcher as a tool to pick up on what Agar 
(1986) calls breakdowns66 
the use of personal experiences of the researcher as well as the 
subjects, 
es Agar (1986) tells of events where something unique about the organization is revealed - an 
example is the telling of in-jokes that make no sense to outsiders. 
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" the acceptance of interviewees' perceptions as their reality, or 
as what they wished to present as their reality. 
Using Bailey's (1978)67 typology, the techniques used were classified 
according to the degree of structure in the observational setting, and the 
degree of structure that the researcher imposed on the process. The degree 
of structure in the observational setting was defined according to the subjects 
context at work, and the degree of structure imposed by the observer as the 
degree of structure that the researcher brought to the process. 
Table 3-A typology of observation studies adapted from Bailey 
Degree of Degree of structure in the observational setting 
structure 
imposed by the Natural Artificial 
observer 
Structured SOC Presentation to 
Questionnaires Leadership Team, 
Assistant Chief 
Constable 
Observation Observation of Interviews 
of meetings meetings (b) 
(a) 
Unstructured Ethos soak, Documents given to 
random me by the 
observations organizations 
67 Bailey, K. D., Methods of Social Research (1978) Collier-Macmillan, London 
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Accordingly, the Schedule of Concerns questionnaires had been administered 
at the workplace and were anonymous. In the sense that they were 
completed at the normal place of work, the setting was natural, but given that 
this was not a usual piece of work, then it was less natural. The questionnaire 
was very structured, with no real room for alternative responses, so the level 
of imposed structure was high. 
Each presentation was conducted in an artificial structure with a high degree 
of structure imposed by me as presenter. Although there were opportunities 
for questions and contributions, nevertheless I was conducting the 
proceedings according to the artefacts and ideas brought to the meeting. 
Observing meetings was a more difficult technique to classify. One meeting 
at the Refinery (the 'Running the Plant' meeting) was conducted with little 
ceremony, and great rapidity and although I was introduced, it appeared to 
make little difference to the participants' behaviour. In that respect it was 
categorised as natural. Other meetings appeared to be more conscious of my 
presence and these were categorised as less natural. I had an observation 
schedule to guide notetaking, but was prepared to pick up on other things. 
This was classified as semi structured. 
The interviews were conducted outside of the normal working patterns, in a 
room alone with me, hence the `artificial' classification. The semi structured 
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interview schedule meant that they were guided by pre-set questions but with 
scope for further comments or discussion. 
The ethos soak and random observations took place in walks around the 
sites, looking at behaviour and items on public display. In that sense it was 
entirely natural - unaffected by my presence, and completely unstructured by 
the researcher. The documents provided by the organization were published 
for specific purposes that placed them on the artificial side of the scale, and 
were used by me in an unstructured way to give a better understanding of the 
organization. 
DATA MANAGEMENT & ANALYSIS METHODS 
These methods were "... needed for a systematic, coherent process of data 
collection, storage and retrieval. " 63 
The operations helped to ensure high quality, accessible data, documentation 
of just what analysis had been carried out and the retention of data and 
associated analyses after the data collection. 
Data management 
Data available in any study include: 
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a) Formal/informal documents e) Text 
b) Questionnaires f) Images 
c) Interviews g) Diagrams 
d) Charts h) Observations 
Such data needed to be catalogued and cross-referenced before it could be 
interrogated. This process started at a very early stage of the research and 
continued throughout. It centred on the use of A files to collate primary 
evidence (documents, interview transcripts, observation notes), B files to 
summarise each item of evidence from the A file, and C files to identify and 
catalogue issues arising from each item. A system of cross-referencing was 
used to assist in triangulation (same issue arising, but from a number of 
sources) and an attempt to enhance validity. 
Data Analysis 
Decisions about analysis were influenced and constrained by 
The conceptual framework underpinning the methodology. 
The research questions that the researcher sought to answer at 
the start of the research, as well as those that emerged during it. 
The samples of texts, the parts of the case studies that seemed 
important, and any other evidence collected. 
68 Huberman, A. Michael & Miles, Matthew B. Data management and analysis methods from 
Denzin, Norman K. and Lincoln, Yvonna S. Collecting and Interpreting Qualitative Materials 
(1998). Thousand Oaks, Ca: Sage 
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The instruments that were used to collect evidence. 
This diverse data needed to be collated into a single text, with a clear path 
through it helping the reader to gain an understanding of my journey of 
discovery. The process of data analysis helped me to move from a mound of 
data into a coherent piece of research. Data analysis comprised 3 sub- 
processes: data reduction, data display, drawing and verifying conclusions. 
These occurred both during and after the data collection process. 
Data reduction centred on making sense of the wealth of data that was 
presented. It involved making summaries, coding the data, identifying themes 
and clustering themes into key issues. These last two processes overlapped 
with the process of drawing and verifying conclusions, since the identification 
and clustering of themes involved drawing some conclusions about the data. 
Data display arose from the need for a reduced set of data to enable both 
researcher and reader to think more clearly about its meanings. This sub- 
process included making structured summaries, vignettes, diagrams and 
tables with text cells. Again some overlap with the final sub-process occurs, 
since the selection of material for display involved choices based on emerging 
conclusions. 
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The drawing of conclusions began at a very early stage of the investigation, 
as my own values and attitudes came into play. The selection of what, where 
and how to research reflected what I saw as being important. 
Data Reduction 
The main source of support for me during this process was the use of 
grounded theory. To help in the effective analysis of interviews, observations 
and documents, I followed the following sequence: 
FAMILIARISATION 
The transcripts were re-read, with an increased awareness of interesting 
things. Unrecorded as well as recorded items (the feel of the interview) were 
noted as far as memory allowed. File notes of the interview were kept, 
including the interviewee's attitude, and the (intuitive) level of confidence 
about the accuracy of the data given. Nuances and intonation were 
important, and the decision not to tape-record the interviews were a loss in 
this respect. 
REFLECTION 
Reflections on the data were driven by a series of questions: Did it support 
existing knowledge? (Which knowledge and from what source? ) Did it 
challenge it? Did it answer previously unanswered questions? (Why does 
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TQM `work' in some cases but not in others? ) What was different here? Was 
it really different? 
CONCEPTUALISATION 
There were some bundles of concepts or variables that seemed important for 
understanding what was (or might be) going on. Concepts such as locus of 
power, management style, espoused theory and theory in use, definitions and 
perceptions of quality, and micro-politics; all assisted in the possible 
classification of the data, but further work was needed to establish the validity 
or reliability of the data. Did the data represent the respondents' views? 
CATALOGUING CONCEPTS 
Using the researcher's wording as headings an audit trail was maintained, 
using A, 6 and C files. 
RECODING 
Data were revisited to check coding, context, actual words and the meanings 
attributed to them. Recoding inevitably involved interpretation and analysis. It 
was sometimes necessary to use Iaddering up or down by collapsing or 
expanding concepts. 
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LINKING 
This entailed searching for links between empirical data and the more general 
models found in the literature. Some of these possible links were presented to 
respondents to check if they caught the essence of some aspect of the 
organization. 
RE-EVALUATION 
In the light of the comments and the re-working of the data, some areas 
needed more attention. Particular attention was paid to searching for 
inconsistencies, contradictions and gaps in the data. 
Visual mapping of the concepts for some of the semi-structured interviews 
helped to establish relationships between concepts, and the frequency of 
occurrence of concepts. Such conceptual frameworks were used as a 
boundary device in the interviews to keep them focussed but still flexible. 
Data Display 
Research may be presented in a range of styles (Van Maanen: 1988)69 
" Realistic Impressionistic 
" Confessional Critical 
" Formal Literary 
69 Van Maanen, J. (1988) Tales of the field: On writing ethnography. Chicago: University of 
Chicago Press 
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Jointly told 
Ultimately the researcher decides the criteria of representation. 
In choosing issues to organise their study, researchers 
accentuate one task or another. To treat the case as exemplar 
they ask, "Which issues bring out our initial concerns, the 
dominant theme? " To maximize understanding of the case they 
ask, " Which issues seek out compelling uniquenesses? " For an 
evaluation study, they ask, "Which issues help reveal merit and 
shortcomings? " And in general, they ask, " Which issues facilitate 
the planning and activities of inquiry, including inspiring and 
rehabilitating the researcher? "70 
The researched selects and interprets and distorts, as does the researcher as 
does the reader subsequently. I wanted the work to be faithful to those who 
had helped in the work, and relatively formal, given that a University 
qualification was involved. Beyond that allowing the facts to speak for 
themselves' was not an option since the 'facts' had been carefully selected 
both by respondents and researcher. Rather, the hope was to present the 
findings as an interpretative study, drawing out the meanings held by the 
people within the two cases, whilst making my perspective clear throughout. 
Drawing and Verifying Conclusions 
I sought to compare and contrast findings from one case study with the other, 
with the literature, and with her assumptions. This last was difficult, but I 
reasoned that surprises were a good indicator that assumptions had been 
confounded. By exploring the reasons for the surprise, the hope was to 
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uncover (at least some) underlying assumptions. In addition there were 
attempts to identify patterns and themes, using the clustering and visual 
mapping techniques outlined above. 
Metaphor was very helpful on occasions. This figurative grouping of data 
involved 'compare and contrast' exercises to help in clustering similar data 
and distinguishing data that did not fit the pattern. I found myself moving from 
the level of generalisation to first level data. Throughout the research, I tried 
to maintain theoretical and conceptual coherence through comparison with 
the constructs used in the literature. 
Seeking to verify conclusions was the most difficult part of the research. 
Checking out that an interview or a meeting had been correctly captured was 
fairly straightforward. The difficulty was to guard against conclusions reached 
as a result of prejudices alone. That led to the seeking of triangulation and 
negative cases to disprove formative hypotheses. Surprises were followed up 
in a number of ways: by introspection, further reading, discussion or checking 
the results with respondents. It was hoped that by using a range of 
techniques that the data would become more focussed, more transparent and 
more reliable. 
70 Miles & Huberman, quoted in Easterby-Smith (1991) (op. cit. ) 
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STRENGTHS AND WEAKNESSES OF METHODOLOGIES USED 
The organization is a living, changing organism and this research would 
present only a snapshot of a small part of a complex situation. As a piece of 
applied research, experimental validity and statistical power have no part to 
play here. For some people, this will be seen as a weakness of the research 
design. However, for case studies set within a subjectivist approach, 
Experimental validity and statistical power are not so crucial as 
consensus about the importance of the question, agreement of 
all parties about the form the research should take, and using 
pooled observations from the legitimate stakeholders as the 
basic data. 71 
Firstly the strengths and weaknesses of the case study methodology will be 
explored, followed by a critique of the instruments used to gather the data. 
The strengths and weaknesses of case study 
(ADAPTED FROM ADELMAN (1980)72 
Case studies are strong in reality, describing situations and locations that 
relate to the everyday experience of the people within them. Unfortunately, 
the very richness of data makes them difficult to organise. It is argued that 
each case is unique and therefore not generalisable. This is undoubtedly true 
71 Cook, T. & Campbell, D. T. in Dunnette, M. D. and Hough, L. M. (1992) Handbook of 
Industrial and Organizational Psychology, (2"d edition), Palo Alto, CA: Consulting 
Psychologists Press 
72 Adelman. C., Jenkins, C and Kemmis, S., (1980) 'Rethinking Case Study: Notes from the 
Second Cambridge Conference', in Simons, H., (ed. ), Towards a Science of the Singular; 
Centre for Applied Research in Education, University of East Anglia 
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in some aspects, but where attention can be given to the subtlety of the 
events, then there are often generalisable features. 
By illustrating conflicting perceptions, and allowing alternative interpretations, 
case studies 'represent the complexity of social truths', and may enable 
subsequent re-interpretation of the wealth of data presented. Although case 
studies can be lengthy, they present extensive data that can serve multiple 
audiences, and by reducing the reader's dependence on unstated 
assumptions they make the process itself more transparent. 
The insights generated by case studies are grounded in the events and 
actions of a particular situation. They may go on to stimulate other events 
and actions in different settings. 
By moving into unfamiliar contexts, the novelty value may play a part in the 
observations. The researcher may either give too little, or too much attention 
to unfamiliar phenomena. This may result in overlooking the obvious. 
However the outside-in perspective may give the client organization some 
insights into the phenomena described by the researcher. 
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Researcher as bricoleur 
Denzin and Lincoln (1998)73 suggested that the researcher's role in 
constructing meaning is that of the bricoleur. The term comes from the 
French word for a Jack-of-all-trades or a kind of professional do-it-yourself 
person. 74 The resulting research would be a bricolage: 
The bricoleur produces a bricolage, that is, a pieced-together, 
dose-knit set of practices that provide solutions to a problem in a 
concrete situation. 75 
The word also carries a sense of having to make do with whatever materials 
come to hand to solve the problems. That certainly felt true. Individuals' 
responses to a major change programme were being investigated some time 
after the event. Some respondents and interviewees may have felt a sense of 
threat - one whole works section at the Refinery refused to answer the 
questionnaire. The reason given is that they were too busy - and, indeed that 
may have been the case. But it certainly raised doubts as to the degree of 
confidence that could be placed in other respondents' replies. 
However, I was not convinced that the resulting bricolage would provide 
"solutions to a problem in a concrete situation". It seemed rather that I would 
73 Denzin, Norman K. & Lincoln, Yvonna S. (Eds. ) (1998) The Landscape of Qualitative 
Research: Theories and Issues. Thousand Oaks, CA: Sage 
74 Levi-Strauss, C. (1966) The savage mind (2nd ed. ). Chicago: University of Chicago Press 
p 17 
r5 Denzin, Norman K. and Lincoln, Yvonna S. (Eds. ) (1998) The Landscape of Qualitative 
Research - Theories and Issues. Sage Publications. p. 3 
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be producing a collage. A collage is a picture made from scraps of fabric that 
have been carefully selected, cut to fit and arranged to convey a three- 
dimensional picture. This seemed to be a closer analogy for the work in this 
context. This image also gives a better understanding of the role of the 
researcher/collageur, in that the selection, editing and arranging of the 
fragments of the research data are controlled by the researcher, as is the final 
choice of the picture - the conclusions reached. 
Another concept - that of distance - is important in this metaphor. In the 
collage, the observer sees only a mass of textures and colours close up. To 
see the picture as a whole some distance is needed. In the case studies, 
there is a treasure of data that is a jumble until some distance is created. In 
this case the distance is temporal as well as spatial. 
Such a vivid metaphor forcibly draws attention to the requirements for validity, 
reliability and generalisability, given the high levels of researcher choice. 
These were high on the agenda when it came to write up the research 
findings. 
Validity, reliability and generalisability 
These terms were originally developed for use in quantitative settings. 
However, 
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... provided 
the researcher is committed to providing a faithful 
understanding of others' understandings and perceptions, then 
ideas such as validity and reliability can provide a very useful 
discipline. 76 
Table 4 illustrates the application of the terms to the two contrasting 
approaches. 
Table 4- Questions of validity, reliability and generalisability 
Validity 
Reliability 
Positivist Viewpoint Phenomenological 
Viewpoint 
Does an instrument measure 
what it is supposed to 
measure? 
Has the researcher 
gained full access to 
the knowledge and 
meanings of 
informants? 
Will the measure yield the Will different 
same results on different researchers make 
occasions (assuming no real similar observations on 
change in what is to be different occasions? 
measured)? 
What is the probability that How likely is it that the 
patterns observed in a ideas generated in one 
Generalisability sample will also be present setting will also apply in 
in the wider population from other settings? 
which the sample is drawn? 
In using case study as the primary research instrument, validity required a 
demonstration of the access to informants' knowledge and meanings. By 
rooting the thesis within a constructivist approach, it was the meanings in 
76 Easterby-Smith, Mark, Thorpe, Richard, Lowe, Andy. (1991) Management Research An 
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particular that were important. Such meanings - constructions of reality - had 
to be accessed by the researcher and presented clearly for the reader. At the 
same time, to use Senge's words: 
... the stories are also incomplete. They are evolving as they are being told - in fact, they are evolving as a result of being told. 
(emphasis in the original)" 
To have reliability, the thesis needed to explain clearly what was taking place 
and the methodology in use. The method of analysis needed to be clearly 
explained, and each step of the journey towards the conclusions mapped out. 
However, recognising that each case study is unique, and that the description 
of each organization could only present a snapshot, reliability might be more 
difficult to demonstrate. 
The thesis also needed to show that there were some important issues that 
would be present in all organizations, as well as highlighting the unique 
features. This would enable the reader to judge how transferable the findings 
were. This aspect of generalisability is a challenge when using case study. 
Despite the challenges in demonstrating validity, reliability and 
generalisability, the veracity of the methodology was a priority, and the other 
issues would be dealt with when the data was gathered in, and the results 
were known. 
Introduction. London: Sage Publishers 
n Senge, Peter M. (1990) The Fifth Discipline: The Art and Practice of the Learning 
Organization London: Century Business. (page 351) 
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Chapter 4- Results 
Defining the terms 
My initial intention in this research was to determine what constituted quality 
in training and how it could best be promoted. The literature review 
demonstrated the confusion that surrounded the words quality and training. It 
seemed to me that a good beginning would be to establish how training 
professionals used the concept of quality in training. The first step was to 
administer a questionnaire to the Force Training Managers' Conference. This 
annual event drew together those responsible for managing training from 
most police forces in England and Wales - 43 in all - as well as some training 
Managers from other parts of the National Police Training estate. 
Force Training Managers' Conference 1997 
Analysis of responses to questionnaire 
Total number of Conference attendees 58 
Total number of respondents 23 
Response rate 40% 
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Table 5- Size of force of Respondents at Force Training Managers' 
Conference 
10,000 and 
over 
8,000-9,999 
1 4,000-5,999 
1 2,000-3,999 
5 
5 
6,000-7,999 2 1,999 and 5 
under 
* Some respondents gave figures inclusive of non-warranted staff and 
the special service; others were less clear about what was induded in 
the force strength figure. 
Respondents were asked to indicate which item(s) indicated high quality 
training for them, with space for free text to add other items. 
98 
Spirit of Change: a quest for the heart of quality - Jean 
Garrod 
Table 6- Indicators of high quality training 
Delivering what the end 
users want 
23 
Trainees who do well 17 
afterwards 
High standards of 16 
excellence 
Meeting force 12 
indicators 
Trainees comments 11 
Meeting training targets 11 
Others (please give details) 
Organizational goals 4 
Impact on performance 3 
Maximise use of 1 
resources 
Align public requirements 1 
to training deliverables 
Delivering what 10 
trainee wants 
Meeting trainer 6 
objectives 
Continued contact 5 
with trainees 
(Delivering what 4 
trainee needs)* 
Number of course 
attendees 
Community 2 
needs 
Value added/ transfer 2 
to workplace 
Effective evaluation 1 
Training to combat 
criminal behaviour 
* This response was an amendment to one option. Note: Respondents were 
asked to tick all that applied, and a free text box was given for other choices. 
From this list, respondents were then asked to choose a single top indicator. 
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Table 7- Respondents' selected top indicator of high quality training 
Delivering what the end 
users want 
High standards of 
excellence 
Trainees who do well 
afterwards 
Meeting force indicators 
(Doubt that there is just 
one) 
Trainees' comments 
15 Meeting training targets 
5 Delivering what trainee 
wants 
5 Delivering what trainee 
needs 
4 Number of course 
attendees 
3 Meeting trainers' objectives 
1 Continued contact with 
trainees 
1 
1 
I 
1 
0 
0 
To check out consistency of responses, respondents were asked to select 
measures they thought likely to improve the quality of their training. Any 
number might be selected. Again, free text space was given to enable further 
items to be added. 
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Table 8- Measures thought likely to improve the quality of training 
provided by respondents 
suý 
More staff skills 
Number Number 
13 Better buildings 7 
More resources 12 
More staff 11 
More interest from force 10 
Others (please give details) 
Greater senior officer 4 
support 
More flexible approaches 2 
More experienced/credible 2 
trainers 
Training needs analysis 2 
Setting of clear guidelines 
and standards by senior 
officers 
Communication 
Fewer legal changes 
More staff staying on 
5 
1 
0 
Improved force selection/ 1 
recruitment 
More evaluation 1 
Staff development 
programme 
Improved force planning 1 
Improved standards 1 
From the list given, respondents were then asked to select ONE of these as 
their top measure for quality improvement. 
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Table 9- Respondents' top measure for quality improvement 
Indicator Number Indicator "- 
Staff skills 5 Staff development 
programme 
1 
Resources 3 Evaluation 
More force interest/support 3 Standards 
1 
1 
More staff 2 Communication 
More flexible approaches 2 Training needs analysis 
Higher standard of recruit 1 
Note: Some respondents ticked more than one. 
To provide a further check on perceptions of quality, respondents were asked 
to rate the quality of some of the courses provided by NPT Harrogate (widely 
seen as a centre of excellence) on a four-point scale. They were then asked 
for the main reasons for their ratings. 
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Table 10 - Main criteria for judging a course to be of high quality 
Level of staff skills 
Students are able to be 
effective, though 
developing, trainers on 
return to force 
High credibility, good 
quality material 
Distance learning element 
Quality of staff and 
personal goals of NPT 
Harrogate 
Good foundation for 
development and further 
accreditation 
High reputation, sound 
curriculum, committed 
staff 
2 
2 
1 
I 
1 
I 
1 
Professionalism of staff 
Staff committed to high 
standards 
Enthusiasm of course 
attendees 
The planning, thought and 
dedication that goes into it 
The performance and 
development of staff 
which is part of a 
structured programme 
and regime 
The availability of time 
for the proper 
development of 
competence 
Respondents were asked, "How important is it that you provide quality 
training? " and were given a four-point scale. All respondents (as expected) 
marked either scale point 3 (3 respondents) or 4 (20 respondents). The next 
question sought to discover why they thought quality training was important. 
1 
1 
1 
1 
1 
1 
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Table 11 - Reasons given for importance of quality 
training 
6om 
Transfer to workplace 
Value for money 
Meets identified training 
need 
Corporate objectives 
Reputation 
Essential 
Cost of abstractions 
Service delivery 
Number Reason Number 
5 Improves quality of 
management 
2 
4 Credibility/legitimacy 
4 Foundation for future 
4 Protects the organization 
3 Staff deserve it 
3 To maintain standards 
3 Professional competence 
2 
Note: Respondents were asked to tick all that applied. 
Most of the responses to questions of high quality training related to the 
quality of the trainer. Furthermore, the top item for improving quality was 
given as staff skills. The theme of quality improvement seemed to be closely 
related to that of good trainers. From the key concepts identified by these 
training professionals, I devised a series of 15 statements asking "What 
makes a good trainer? " I wanted to see if these would enable a different, 
more cohesive, set of professional trainers to prioritise the concepts. 
1 
1 
1 
1 
1 
1 
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The concepts were structured around a limited number of themes: undefined 
excellence, organizational indicators, self-evaluation, the workplace transfer of 
learning, and a 'feel good' factor of getting on well with trainees. Details of this 
are given in Chapter 4- Methodology. 
The questionnaire was sent out to 10 staff, five of whom responded. In this 
questionnaire, the statements were cross-matched to force a choice. The 
objective was to obtain a rank order of a good trainer for each individual. It 
was expected that each individual would have a different rank order, which 
would reflect his/her own values. The purpose was to discover what evidence 
the respondents used when deciding "What makes a good trainer? " It was 
stressed that there are no right or wrong answers. Respondents were asked 
to choose ONE statement from each pair of statements which best reflected 
their view. They were asked to choose ONLY one in each pair, however 
difficult that choice might be. 
The responses are given in rank order for each respondent, with the number 
of times each response was chosen shown alongside. The maximum 
possible number of choices is 7 and the minimum possible number is 0. 
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"A good trainer is one who... " 
Trainer 1 
has an impact on trainee job performance 7 
has high standards of excellence 6 
delivers what end users want 5 
meets training targets 4 
meets community needs 3 
meets force indicators 2 
meets his/her own clearly defined objectives 1 
gets positive comments from trainees 0 
Trainer 2 
delivers what end users want 7 
has an impact on trainee job performance 6 
meets force indicators 5 
meets training targets 4 
meets community needs 3 
has high standards of excellence 2 
meets his/her own clearly defined objectives 1 
gets positive comments from trainees 0 
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Trainer 3 
meets training targets 7 
delivers what end users want 6 
has an impact on trainee job performance 4 
meets force indicators 3 
has high standards of excellence 3 
meets community needs 2 
meets his/her own clearly defined objectives 2 
gets positive comments from trainees 1 
Trainer 4 
meets training targets 7 
delivers what end users want 6 
meets his/her own clearly defined objectives 5 
meets force indicators 4 
has an impact on trainee job performance 3 
meets community needs 2 
has high standards of excellence 1 
gets positive comments from trainees 0 
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Training Manager 
has an impact on trainee job performance 7 
meets community needs 6 
delivers what end users want 5 
has high standards of excellence 4 
meets his/her own clearly defined objectives 3 
meets training targets 2 
meets force indicators 1 
gets positive comments from trainees 0 
ANALYSIS 
The intention was then to establish an overall picture by aggregating all the 
responses. There were 4 trainers and 1 training manager. The first analysis 
aggregates ONLY the 4 trainers' responses. The maximum possible choices 
for any one statement would be 28 (7 x4 respondents), and the minimum 
number is 0. The following rank order emerged: 
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Table 12 - Criteria for judging a good trainer in order of priority: (trainers 
only) 
"A good trainer is one who... " 
Delivers what end users want 
Meets training targets 
24 
22 
Has an impact on trainee job performance 20 
Meets force indicators 15 
Has high standards of excellence 12 
Meets community needs 10 
Meets his/her own clearly defined objectives 9 
Gets positive comments from trainees 1 
The second analysis aggregates ALL the responses. The maximum possible 
number of choices for any one statement would therefore be 35 (7 x5 
respondents), and the minimum 0. The following pattern emerged: 
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Table 13 - Criteria for judging a good trainer in order of priority: (All 
respondents) 
"A good trainer is one who... " 
delivers what end users want 
has an impact on trainee job performance 
meets training targets 
has high standards of excellence 
meets force indicators 
meets community needs 
meets his/her own clearly defined objectives 
gets positive comments from trainees 
Lome= 
29 
27 
24 
16 
16 
16 
12 
I 
The main difference when the Training Manager's ratings were included is the 
order of priority. Top score is still 'delivers what end users want', but items 2 
and 3 are reversed. That indicates that the Training Manager gave a much 
higher priority to 'has an impact on trainee job performance' than 'meets 
training targets'. Getting positive comments from trainees stays the same, 
and 'meets his/her own clearly defined objectives' attracts low responses, but 
all other items now have equal weighting. That suggests that all these 
aspects are used when measuring the quality of training, and it will be difficult 
to identify an order of priority. It suggests also that perhaps discussion is 
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needed to clarify what quality means in practice, so that its improvement can 
be measured. 
This tiny sample cannot be claimed to be representative of any wider group. 
However, they are a cohesive group of trainers who regularly work closely 
together, discuss their work and seek student feedback. All of these factors 
influence what each does and how s/he does it. If agreement on "What 
makes a good trainer? " cannot be found within this group, then it is unlikely to 
be found elsewhere. However, the exercise did raise levels of awareness of 
each other's unspoken assumptions. That is a useful first step to surfacing 
the issues and seeking consensus, or at least an understanding that not all 
judge quality against the same yardstick. 
It can also legitimately be claimed that a good trainer is not the only factor in 
'quality' training. There are many other factors, as the force Training 
Managers' Conference identified. However it could be argued that it is a core 
feature, since all the other factors will not compensate for a poor trainer. 
Furthermore the issue of training staff was identified as a key factor in the 
quality of training by the Force Training Managers, since the vast majority of 
their answers included aspects of trainer performance. The HMIC Report into 
Police Training78 underlined this: 
78 Her Majesty's Inspectorate of Constabulary (1999) Managing Learning: London: HMSO 
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The role of trainer is vital to the success of training and should 
only be filled by those who are motivated, knowledgeable and 
possess a high level of integrity... 
Recommendation 19 
Her Majesty's Inspector recommends that all staff undertaking 
the role of trainer are qualified to a nationally agreed standard... 
Having established that a range of aspects were used to judge quality, and 
the term 'quality' was not clear cut, I wanted to see how it was judged in 
different contexts. The aspects of quality that I wanted to discover were the 
underpinning assumptions that people used to gauge the goodness of what 
they had done, what they were doing now and how that would influence future 
actions. I selected two case studies that were very different. The first was a 
private sector manufacturer, the second a public sector service provider. 
Case Study I- the Humber Refinery 
Background 
The focus of the first case study was The Humber Refinery, an oil refinery that 
was part of Conoco Ltd, a multi-national petrochemicals group. Conoco itself 
had been acquired by the powerful Du Pont International corporation. 
Du Pont initiated a corporate change programme that reached Conoco Ltd in 
1993. As part of the programme, a team of international consultants, Gemini, 
sought to involve the local workforce at each plant. One aspect of this 
involvement was reflected in the name for the project on this site: Project 
Humber. 
112 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
I was seeking to establish whether quality worked in this context and what 
could be learned from their change management methodology. The findings 
came from documentary analysis, interviews and questionnaires. 
Historical research 
The documents provided by the refinery gave me some insight into the 
context of their quality programme and the change management strategies 
that had accompanied it. The documentary research was the foundation for 
establishing the history and the interviews added more information. I have 
used both sources in this section to give a richer feel for the issues. 
`Project Humber was part of a global project set in train by Du Pont to bring 
the recently acquired Conoco Ltd into line with the parent corporation. Staff at 
the Humber Refinery had heard stories from other Conoco sites, through the 
Intranet system. Prior to the launch of Project Humber, rumours proliferated, 
and anxieties abounded. 
Employees were presented with three options. They could retain their own 
job or a similar one, take the early retirement package or apply for any other 
role. They were invited to submit items that might influence the selection 
process (one chose to send in a paper on opportunities for change). The 
selecting team then used a benefits/concerns analysis to match people and 
roles. A killer concern e. g. lack of appropriate qualification, would eliminate 
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an applicant. Despite a 'no forced redundancy' policy, it was still a time of 
stress. 
One former employee explained that almost all high-level staff in the plant had 
been moved into other areas of operations where their level of expertise (and 
perhaps interest) was low. It was ordered that files be destroyed, so that the 
'old ways' of doing things were left behind. This destruction of paperwork 
was confirmed when I sought documents relating to background information 
for this research. 
Many people felt threatened, but some saw it as an opportunity to better 
themselves, by co-operating with the Project Humber team. I found a 
lingering suspicion that those people who had in some way been involved with 
the Project Humber team had done well out of it. The name of one individual 
repeatedly cropped up, and the feelings behind the story were clear to see. 
However, other individuals were also mentioned - "He kept HIS job. " or, 
'What does HE know about that? " related to other people. There may have 
been excellent reasons for these individuals being in these situations - but 
perceptions of the capricious nature of management were reinforced. 
In the early stages of Project Humber, people were encouraged to express 
their feelings. Doubts were expressed about morale, difficulties in 
implementing the new vision, and the wisdom of some of the new structures. 
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These were the expressions of uncertainty, confusion and loss of confidence 
predicted by the transition curve. However, managers may have 
misunderstood the feelings, and became concerned about their expression. It 
was made unacceptable to express doubts or concerns about the changes. 
People who did so were considered to be not on board and were taken for 
one-on-one counselling to bring them on board. It was made known that if a 
person needed too many counselling sessions, they would be demonstrating 
their inability to work within the new structures, with clear implications. 
Although the TO-BE culture spoke of openness, challenging the present and 
respect for others, the perception was of incomplete information, closed 
minds, and a management who didn't trust their workforce. 
Some employees expressed a sense of loss that the company for which they 
had been proud to work had rewarded their loyalty in this way, and their pride 
in the Refinery was diminished. There was a general acceptance, even by 
well-motivated employees who had gained much from Project Humber, that 
morale had been low. Some felt it was just beginning to pick up, but not 
everyone agreed. 
The management of the Refinery were aware of the low morale, which could 
lead to damaging behaviour, and ultimately, impact on the metrics for the 
Humber Vision - safety, cleanliness and profitability. Part of the Refinery's 
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response to declining morale, was the change in Goals and Expectations - the 
annual appraisal system. From January 1996, all employees were allocated 
Behavioural Expectations. They 
... are generic, they are common to all of us. They guide and 
align our behaviours in support of the Refinery culture. 
Guidelines suggested that these should form about 30% of the weighting. 
They included such things as support for the Refinery Vision and Strategy, 
attitudes towards challenge and change, attitudes towards feedback and 
problem solving, attitudes towards other people, and attitude towards work. 
Although contradictory and flawed at times, they represented a constructive 
attempt to change behaviour in the hope that a change in attitude would 
follow. As Drucker said, " ... change 
habits, not culture. " 
However, from some employees' perspectives such changes were seen as 
part of the culture of fear. They expressed a fear of asking questions about 
new ways, or statements made; fear of being off ill; fear of being seen as not 
on board; fear of colleagues and bosses alike. One employee told me of a 
genuine interest in finding out more of how the system would work. That 
genuine interest led to a counselling session. The incredulity was still visible 
during the interview we had more than two years after the event. Such 
feelings were more widespread, as the Employee Opinion Survey 
(administered late 1995) confirmed: 
... almost half of the employees say they cannot give their honest opinion without worry. Not all employees feel free to 
report unethical activities without fear of negative consequences. 
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Indeed more than one person spoke of a reprimand from the boss because of 
their responses on the 'confidential' Employee Opinion Survey. In addition, 
the survey showed that people felt that: 
The organization doesn't always treat people fairly, or with 
dignity and respect, nor value all people... or that employees do 
not believe that those most qualified are promoted. 
Fieldwork 
Using the documentary research, I had identified a number of areas that I 
wanted to explore in interview. In addition, I wanted to try to establish where 
the Refinery staff were on the transition curve by using the Schedule of 
Concerns questionnaire (See Appendix 6). This questionnaire was 
augmented by interviews. 
Interviews 
Analysis of interview responses 
The Continuous Improvement team selected six employees for me to 
interview. In addition, one other employee was keen to see me to represent 
his views and one former employee asked informally to be interviewed. I 
used these 'unofficial' interviewees to verify some issues that arose during the 
placement. The numbers below relate to the questions asked during the 
interview. 
Length of service varied from 5 years to 28 years. Anecdotally it was 
suggested that the pay was good for the area and people found it difficult to 
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move jobs with perhaps lower pay. There was an acknowledged problem with 
graduate engineers who were seen as high flyers hitting low ceilings. 
Knowledge of quality and/or continuous improvement was measured by the 
following criteria: 
Prior involvement in one of the quality projects (6 respondents) 
Understanding of the term quality defined by respondents as: 
Meeting customers' needs (3)* 
An externally-determined standard (2)'' 
(benchmarking? ) 
Value-added (1) 
Measures needed (1)* 
Process of continuous improvement (1)* 
Doing it right first time (1)* 
What the customer thinks about the supplier's goods 
and services (1) 
Doing the best you possibly can (1) 
N. B. Some respondents used more than one definition. Those marked * are 
generally accepted aspects of definitions of quality in a commercial context. 
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3 Reasons for the introduction of Project Humber (pre-set choices 
were identified from the Refinery's published literature, but this was not 
revealed to interviewees) 
4 Management of change (focus on introduction of Project Humber) 
a) style: how was Project Humber introduced? 
b) impact of Project Humber on self and work? (TASK, TEAM, 
INDIVIDUAL - feelings, including motivation and attitudes) 
I asked interviewees of the impact Project Humber had on them and their 
work. Everyone expressed feelings, exemplifying the affective nature of 
change. Despite a promise that there was to be no forced redundancy, all but 
one confessed to having at least some negative thoughts at this stage. One 
spoke of an initial lack of motivation. 
I think my output probably dipped, although I don't like to think 
that. My role was to motivate others, whilst seeking motivation 
for myself. 1 tried to adopt a positive attitude and switch off from 
the negative aspects... 
When the Selection Process had run its course, two people saw their new 
roles as demotion. 
... my work is now more routine and boring... calls for less discretion and judgement. 
Another said: 
I was disappointed - still am - but relieved that I did have a job, 
and I knew what I was coming to (in terms of expertise needed to 
do the work). 
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Another told of how he discovered he hadn't got the post he wanted: 
Originally it was devastating... it was more the way I was told. 
He came in and sat in the corner, left the door open and just 
said, "You haven't got the job. l'll let you know who gets it. " and 
walked out. Someone was waiting outside, and when he left, I 
had to immediately get over the shock, so I could deal with that 
person. 
However two interviewees had more positive experiences. The first spoke of 
mixed feelings: 
It has given us more identity as a department in the refinery... 
(We now) feel a vital part of it. There are difficulties now. 
... Perhaps we agreed too readily 
to staff cuts without workload 
cuts... 
The second was unequivocally positive: 
It has improved my workload and given me more of a business 
focus. It's changed my working life considerably. I'm continually 
looking at self-development. Appraisal makes high demands on 
individuals to do well. We are each responsible for setting and 
achieving our own goals. It has made us more busy. 
6 Evaluation of the situation pre/post Project Humber 
41 Strengths and weaknesses pre- and post-Project Humber 
. McKinsey's Seven Ss in turn79 
0 From your perspective, is the new system more effective than 
the old? 
79 The Seven S's model was developed by Tom Peters and Bob Waterman when they were 
working as part of the McKinsey Management Consultancy. It is detailed in In Search of 
Excellence (1982) (op. cit. ). The Seven S's are: Strategy, Structure, Systems, Staff, Skills, 
Style, and Shared Vision. 
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7 Communications/feedback 
How do you know if you're doing a good job? 
What information would help you evaluate the new system? 
What feedback do you get on how well the new system is 
working? 
What way(s) can you express your needs, concerns and 
suggestions for improvement? 
8 Penetration of Quality thinking 
" How much contact do you have with the Continuous 
Improvement (CI) team? 
. How does the Cl team influence on your working practice? 
. What Cl metrics do you use, and how effective are they? 
At the end of the interview, I sought to establish the perceived effectiveness of 
management in a range of areas. The resulting 'scores' were aggregated 
then divided by the number of respondents who answered the question. The 
number of respondents was normally 6, but one respondent declined to 
answer one question and gave no reason for this. The resulting mean scores 
were as follows: 
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Table 14- Ratings for the effectiveness of management (1=poor; 
5=excellent) 
"How would you rate the effectiveness of management in the following 
areas? " 
ý 
Commitment to the Humber Refinery 
Improvement of product and the production 
process 
Ability to give and receive feedback 
ý 
4.3 
40 
36 
Ability to reward good staff/good ideas 3.5 
Clear leadership and long term vision 3.3 
Ability to motivate and involve staff 3.3 
Ability to build effective working teams 3.3 
Ability to recruit, develop and retain good staff 3.2 
Ability to communicate the vision 2.8 
Questionnaires 
To check out where Humber Refinery employees were in terms of their 
response to prior change and readiness for further change, I used an 
adaptation of the Concerns Based Adoptions Model, developed by The 
Research and Development Center (sic) for Teacher Education (R & DOTE) 
at the University of Texas. The questionnaire had a return rate of over 53% - 
a good rate, I was informed, perhaps because of the incentive of a free draw 
for some high street gift vouchers. 
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The purpose of the Schedule of Concerns is to reveal levels of acceptance of 
change, adaptation to it and readiness for further change. It closely mirrors 
the Transition Curve (Fig 1). It provides valuable management information by 
showing what stage people are at. This information can then be used to 
decide how to manage the next stage of the change process. 
Table 15 - Schedule of Concerns by status in the organization 
0 Awareness 
1 Informational 
52 
78 
38 
60 
49 
77 
54 
79 
54 
79 
2 Personal 80 53 71 78 77 
3 Management 53 43 55 62 60 
4 Consequence 77 77 73 65 62 
5 Collaboration 83 100 85 79 72 
6 Refocussing 72 82 71 71 60 
Results here show that higher status individuals seem to have moved further 
along the transition curve than lower status ones. The first three levels of 
management show concerns peaking at Stage 5- collaboration, indicating a 
desire to work with others on the innovation. The findings show that 
management had dealt successfully with earlier concerns and were ready for 
further change. 
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On the other hand, day staff have two equal peaks for concerns, one at Stage 
1- informational, the other at Stage 5- collaboration. In this case, concerns 
relating to information about the innovation have not been satisfied. Coupled 
with a high Stage 2 score, feelings of inadequacy - fear of not knowing 
enough, of not being able enough to cope - will be prevalent. The other high 
score at Stage 5 suggests that collaboration might be seen as a strategy for 
helping to cope with the changes, but the findings are clear that staff have not 
worked through current changes, and are not ready for more. For the shift 
staff, however, their concerns about not knowing enough (and not having the 
skills to cope) are evident. The gap in location on the transition curve 
between the management and staff is marked. This suggests that there will 
be misunderstandings between these two groups of people. It might explain 
why 'counselling' was given when staff were perceived by management as 
whinging, yet in reality, they were expressing genuine concerns that were 
roundly ignored or even punished. Such behaviour is likely to ensure that 
further progress along the transition curve is seriously impeded. 
The affective (emotional) dimension of change was brought out by these 
results, particularly by day and shift staff. That left them at an earlier stage 
on the transition curve, and this was not recognized by management and 
leadership, since they had satisfied these earlier concerns and were seeking 
to address more cognitive issues. 
124 
Spirit of Change: a quest for the heart of quality - 
Jean Garrod 
Table 16 - Schedule of Concerns by Division 
11I. TMIM M0i 11 W 
0 Awareness 51 52 50 61 52 53 51 
1 Informational 83 70 77 83 72 80 83 
2 Personal 82 70 79 76 71 76 79 
3 Management 48 60 63 59 54 63 67 
4 Consequence 65 65 73 65 65 64 68 
5 Collaboration 79 70 82 69 82 76 83 
6 Refocussing 63 64 67 67 42 71 73 
In three Divisions - Production, Division C and Central Services - the concerns 
peak at Stage 1 information, with a similar score at Stage 2 personal. 
Production has the highest level of concern at stages 1 and 2, combined with 
the lowest level of concern at stage 3. This suggests that people are still 
working through the early stages of change, although there is a curiosity to 
see what others are doing (high stage 5). 
Some interesting differences emerge between these Divisions, suggesting 
that Divisional management has influenced the movement along the transition 
curve. Central Services has a peak at Stage 1, and equal levels of concern at 
Stages 2 and 5. This indicates concern of not knowing or being skilled 
enough to cope with the changes, but hoping that collaboration might be able 
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to resolve the concerns. Division C has a peak at Stage 1, along with a high 
Stage 2. Unlike Central Services, they have no other peak to suggest a 
solution to this. 
Division A has a similar pattern to Central Services, with three equal peaks at 
Stages 1,2 and 5. Where stage 2 is higher than stage 1, (as in Division B), 
personal doubts and insecurities are overshadowing more general interest. 
Division D shows a clear interest in working with other people - high Stage 5. 
However, at stage 6, Division D falls off much more steeply than other 
Divisions. This profile suggests that the change process has been managed 
in such a way that people's concerns about the early stages have been 
satisfied more than in other divisions. They show a high level of concern to 
work with others on the change - possibly their geographical isolation is a 
factor here. However, in stage 6- refocussing - there is a very low level of 
concern, suggesting a lack of ownership of the change just at present. 
Most people were at stages 1 and 2 in the transition. This suggests they are 
working through the implications of Project Humber, and particularly the 
personal impact of it. When the chart for Divisions is examined, this pattern is 
clearly seen. However, there is a further peak at stage 5 for most Divisions. 
This shows a wish to co-operate/co-ordinate with other people to work 
through the change. There appears to be a willingness to learn, but the 
environment may be preventing this from happening. 
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The profile for Technical Services is similar to that of Central Services and 
shows: 
high levels of concern at levels I and 2, 
" higher levels of concern about the management of the changes 
than other divisions, 
expressed needs for collaboration at level 5 and 
higher levels of concern at level 6 in refocussing. 
This indicates that people in these divisions have some clear ideas about how 
the change might be adapted to suit local conditions. This suggests that they 
will find it more difficult if their ideas are not examined and/or implemented. 
These are likely to be the divisions where a more open approach to change 
management will move people along the transition curve more rapidly. 
The most striking feature is that whether analysed by Divisions or by status, 
the profiles display similar characteristics. Most have peaks at levels 1,2 
(Informational and Personal) and level 5 (Collaboration). This suggests that 
there is insufficient Information about what is required of individuals and 
insecurity about whether they will measure up to the job. At the same time 
there is a desire - perhaps a need - to collaborate with others to help resolve 
some of these concerns. The findings indicate that most people in the 
refinery were at a very early stage on the transition curve, and will need 
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assistance in moving beyond this stage. There was a need to recognise the 
nature of the concerns and address the emotional aspects of it. Some 
genuine reassurance and support through the process (as originally intended 
by the counselling, perhaps? ) would have helped people to see that the 
changes could work. 
What the research provided was a more detailed view of why the Refinery had 
a problem with low morale. The Refinery Leadership Team was surprised at 
and very concerned about this result, although its own current surveys had 
been presenting a similar picture. The gap in progress on the transition curve 
between management and staff indicates how such a misunderstanding could 
occur. 
Case Study 2- Merseyside Police 
Background 
The second case study focussed on a public sector service provider as a 
distinct contrast to the first case study. 
Merseyside Police kept cropping up in conversations about police forces that 
were using the Business Excellence Model effectively. This case study 
sought to identify how a police force 'did' quality and what could be learned 
from their change management methodology. 
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Research instruments were documentary analysis and interviews. Some 
desk-based research was needed for me to find out about the Business 
Excellence Model. The outcomes of the desk-based research are set out in 
the discussion section of the study, since they do not materially affect findings 
here. 
Historical research 
The Merseyside Police Authority funding for the year 1997/8 was 
£245,80,600. The majority of this - £209,500,000 - was spent on current 
service costs (mainly police officers and support staff). This represented a 
substantial budget - more than many businesses - and the Chief Constable 
was accountable to the Police Authority for his stewardship of this public 
money. 
It was not surprising that the Chief Constable at the time commented, "We 
need to run ourselves more like a business". Merseyside Police saw the 
EFQM Excellence Model as a way of driving through the organizational 
change needed to accomplish the requirements of Best Value and the Crime 
and Disorder legislation, with their increasing emphasis on demonstrating 
improvements and on establishing partnerships. 
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In December 1995 the Director of Strategic Planning for Merseyside Police, 
an Assistant Chief Constable, called in a business consultant to "help us to 
become more business-like. " The Director explained that Merseyside Police 
had two aspects in its working: doing the business (of policing) and running 
the business. It was this last aspect that he felt needed to be more robust. 
The consultant suggested that the force should 'quality assure' their 
processes. 
The Director tasked officers to examine the quality models on offer and make 
recommendations. In two separate pieces of research, they surveyed existing 
quality initiatives in both public and private sector organizations, and each 
independently recommended that the EFQM model be adopted. Each set of 
researchers was unaware of the other research project. Given their 
consensus, Merseyside Police introduced EFQM on a pilot basis. The 
European Foundation for Quality Management (EFQM) devised and 
copyrighted their model. The model is variously referred to as the Business 
Excellence Model, or the EFQM Model but the correct name at the time of 
writing is the EFQM Excellence Model. 
Project Implementation 
In April 1996 the project implementation was planned, with the objective of 
starting the self-assessment process in July 1996. Three pilot units were 
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chosen: St Helens and Knowsley North Areas, and the Operational Planning 
Department. The three units differed in size, structure, demographics and 
function so that the self-assessment methodology could be 'fully tested for 
rigour and validity. " 
Following an explanatory session, the Area and Departmental Commanders 
agreed to take part, although later developments suggested that they may not 
have understood what they were agreeing to, or may have felt that they had 
no real choice. In due course, the first pilot report was produced and 
presented to the Strategic Planning Team. 
I was a Departmental Manager (Strategic Planning) in late 1996. 
GL completed the EFQM report just as I came into post. The 
Super, who was about to retire, read the report and said, 'That's 
us! ' The report gave people a recognizable picture of the 
organization and its strengths and developmental areas. 
The second stage of the pilot started with a new team of assessors and data 
managers for St Helens. The data collection itself was planned over a four- 
week period in July, which caused some difficulties because of holidays. 
However the team achieved their target of interviewing 35% of the 300 staff. 
The selection of the staff to be interviewed was based on status, role and 
availability. The staff were interviewed individually or in focus groups where 
teams were ready-made. Each interview took about two hours with much 
longer periods where management teams were involved. Two interviewers 
were present at each interview - one to conduct the other to record the 
interview. 
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The assessment document drew together all the information and summarised 
it; a process that took one week with the two data managers. Claims were 
only included when supported by evidence; sometimes good evidence, 
sometimes less so. The self-assessment documents were presented to the 
independent assessors. Four of these were from the St Helens area, and one 
from the central Co-ordinators Unit. The assessors then took two and a half 
days to reach consensus on the scores -a full day longer than anticipated. 
A document of Feedback Reference Material was then compiled which 
included the lists of strengths and areas for development. The data gatherers 
also produced a Summary Report. These documents were given to the St 
Helens management team over a weekend. The idea was to give a feedback 
presentation on the Monday, prior to the strategic planning workshops. One 
respondent gave details as to what happened: 
The feedback in St Helens was a nasty shock -a different team 
of assessors and researchers had conducted the assessment 
process. They were, it is thought, more rigorous in their 
application of the model. The scores had gone down, and the 
team reported minor gains but few real changes. 
After a year's hard worlG their managers were resistant to the 
message and shot the messengers. However, after the initial 
shock, it was accepted that some real areas for development 
had been identified, and that a number of these should be 
addressed. It was also acknowledged that if improvements were 
wanted, then resources needed to be more closely targeted on 
these areas - including the time to monitor the process. 
The shock for the managers - reduced scores and apparently little change - 
produced a further shock for the assessment team - and also some learning 
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about how and when to present information that could be seen as bad news. 
However, in other areas the team saw some success, as people used the 
results to measure the impact of their own actions. 
In 1997, GH (an assessor) produced the report giving me 
evidence that these two areas (Communications and 
Leadership) had moved from being areas for development to 
strengths (in my Area). 
That meant that 1 had evidence that the things done had worked. 
It was reassuring that I could deliver results and evidence them 
in my performance review. 
Evaluation of the pilot stages 
The second project team had established some criteria against which the pilot 
stage would be evaluated. These involved a comparison between past and 
present practice: 
1 in conducting the present position audit: 
time taken 
cost of data collection 
quality/quantity of data produced 
2 in the strategic planning workshop: 
testing the hypothesis that better data generates a more 
focussed discussion 
3 in the production of the final plan: 
depth and clarity 
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incorporation of staff-identified issues 
I did not have access to that evaluation, but as a result of it, the decision was 
made to continue with EFQM and to extend the pilot as a force-wide model for 
1997/98. 
The framework for the fieldwork 
My research project with Merseyside began in 1998. The purpose of the work 
was to identify the impact of the Business Excellence Model on Merseyside 
Police. Part of that impact revolved around any organizational learning that 
may have occurred. 
Organizational learning would ensure that changes were embedded within the 
thinking of the staff, and the practices of the organization. Where an initiative 
becomes part of normal working, it forms part of the way we do things here. 
This affects not only behaviour, but attitudes as well. It is part of the agenda 
for culture change. 
Accordingly, when searching for a research framework, I decided to collect 
information on how the organization itself viewed the initiative. I followed the 
structure that I would follow when looking at a classroom-based learning 
experience. Aims and objectives, methodology, assessment and evaluation 
are familiar headings that enable a lesson to be judged. Having worked as a 
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teacher trainer, then a trainer of trainers, the questions that arose from these 
aspects were familiar to me, although the context was different. I needed to 
establish the aims and objectives of the innovation, the methodology used for 
the Excellence Model process, the self-assessment of the organization and 
the organizational evaluation of the process as an aid to strategic planning. 
AIM - What was the organization seeking to achieve? 
The Merseyside Police Authority set out their priorities for the year in the 
Policing Plan for 1998/1999 - the year under review. These included: 
Preventing and reducing violent crime, particularly the criminal 
use of firearms. 
Promoting a safer Merseyside. 
Improving response to emergency 999 calls from the public. 
Tackling the drug problem 
" Reducing crime, disorder and nuisance in partnership with other 
agencies. 
These constituted the broad aims of Merseyside Police - what the Director of 
Strategic Planning called doing the business. Clearly the introduction of 
EFQM did not directly address these issues. However, in common with all 
organizations, Merseyside Police had limited resources to allocate against 
growing demands on their service. If the strategic planning process was 
sound, performance indicators would show whether resources were focussed 
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on priority areas. For this aspect - running the business - adopting EFQM 
methodology would enable the organization to judge the extent to which its 
strategies were working. 
Organizational aim 
This was spelled out in the Strategic Planning Handbook (page 31). 
The Force is committed to introducing a strong emphasis on 
quality into the planning process, by linking plans to continuous 
improvement against the quality standards of the European 
Foundation for Quality Management (EFQM). 
The continuous improvement programme has been chosen as 
our way of linking quality to everything that we do. 
Personal aims 
Interviewees were asked if they had any personal aims for the project. Many 
of these were framed to give tactical or operational levels of direction, and 
were still clearly supportive of the organization's overall aim. They included a 
desire to know the organization better, as respondents expressed them. 
It gives us a handle on the softer cultural issues in the 
organization. They identify a need for us to adapt and improve. 
There are 3 principles relating to our performance operationally, 
our structures and our ability/willingness to tackle cultural issues. 
Performance is easy to measure: structural changes are easy to 
do, but cultural difficulties are hard to define, hard to measure 
and hard to get information on. Business Excellence Model 
helps us to get a handle on this. It feeds back clearly and 
specifically what you need to do in the areas for development. 
Knowing the strengths and areas for development gives a clear 
picture of the organization and what needs to be accomplished. 
There is a structured interpretation against the model. 
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The outside assessors give an external objectivity that internal 
assessors can never provide. 
Some personal aims highlighted some philosophical differences with the using 
EFQM scores alone to measure the success of the organization. 
The purpose of using the Business Excellence Model is 
NOT to improve the scores, but so that Merseyside Police can 
pursue continuous development. We should only progress those 
areas that we can reasonably progress, and not try to address all 
the areas for improvement. (emphasis added) 
It should be emphasised that the Excellence Model is based on good practice 
in a wide range of organizations. The 'scores' achieved demonstrate the 
extent to which the organization measures up to this standard. As such, there 
should be no conflict between continuous improvement and rising scores. 
The issue here was that it was felt that perhaps some things were being 
suggested that were not (then) priority merely to raise the scores, rather than 
addressing more fundamental issues. As an example of this, one respondent 
suggested that implementing customer surveys at the expense of tackling 
crime fell into this category. Another respondent argued that the whole 
purpose of introducing the Excellence Model was continuous improvement in 
policing, even though there was a monopoly on the provision of a police 
service. 
The principle of continuous improvement is legitimate; if you 
don't get better than the competition at the same rate then you 
go out of business. There is NO police service that cannot be 
provided elsewhere. Business Excellence Model provides a 
structure for continuous improvement. 
Competition? 
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There is competition for resources, for public confidence. For 
each crime there is a conscious decision to report it or not to the 
police. There needs to be confidence that we will take their 
needs seriously or we will see a growth in private security, or 
vigilante groups, or people will shut themselves in their homes. If 
the community loses confidence, other forces are unleashed 
such as political extremism and/or social breakdown. An 
indicator of tension is when we stop getting calls. 
Another respondent sought to have the Excellence Model embedded into the 
organization. 
I wanted to integrate the EFQM Excellence Model into the heart 
of the strategic planning process. I didn't want it to stand alone, 
with no life of its own and die the moment the person 
championing it moves on. 
OBJECTIVES - What measurable outcomes were sought? 
The objectives are the measurable outcomes that are expected from a 
learning process. Ideally they would be SMART - Specific, Measurable, 
Achievable, Relevant and Time bound. That would make their achievement 
easy to measure. There was little in the formal documents that could be seen 
as objectives, other than perhaps the implication in the aim that the EFQM 
scores would be increased. 
In an attempt to establish if there were clear objectives in the minds of those 
most intimately involved with the project, interviewees were asked: "What did 
you hope to gain from your part in the EFQM process? " Some objectives 
were clear from their responses, which included both personal and 
organizational objectives. Admittedly these were given after the event, and 
there may have been some measure of contamination. 
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Organizational objectives 
Most interviewees identified objectives that they had for the introduction of the 
EFQM. 
For the organization: a more focussed area so people know what 
they're doing - structure. Taking account of what everyone says 
- management has not got all the answers - drawing on 360 
peoples' experience rather than 15. To sum it up: cost, 
resources, less waste, question what you do - kaizen80. I was not involved in the introduction of EFQM at the outset, but I 
hoped it would lead to improvements. 
We believed we were OK and didn't admit to mistakes. 1 hoped 
for a change of culture with warts and all documents. Over a 
period of time I believed that things would be accepted and that 
would lead to continuous improvement. 
I also thought it would reduce isolation so that we could learn 
from other industries. I thought that contact with a broader range 
of organizations would generate a real culture change. 
I hoped we might get an award - not for the award itself, but as a 
catalyst. The Vehicle Fleet and the Scientific Support 
Department (Fingerprint Unit) had gained ISO 9002 but this had 
not been marketed. / also thought we have beacon councils - 
why not beacon areas or departments? 
I hoped that the EFQM would inform the planning process. With 
more informed plans and co-ordinators doing their jobs properly, 
there would be more pressure on Area Commanders to do 
something more than pay lip service. 
For the organization: 
a) A snapshot (albeit restricted because of the structure of 
the questions) of staff reactions to policies. 
b) To see the EFQM integrated as a tool in the planning 
process to effectively give a picture of the majority view (43% of 
staff) of how things are going. 
c) To see an improvement in ... perceptions of how we operate. It's too soon to see that yet - maybe in 12 months... 
Some things have been hidden in Area Development Plans: 
marketing, culture, communications - we need to highlight these 
concerns of theirs so we can answer them. 
so kaizen -a Japanese word usually translated as'continuous improvement' 
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Some respondents' replies were a mixture of organizational and personal 
objectives. 
To identify any shortfall in our work and to give targets - to give 
guidance to improve things. Others' perception of my 
performance is important - can I improve the delivery of my 
performance? How am I delivering the message? How do 
others link with me? EFQM should make sure we're all singing 
off the same hymn sheet. 
Good relations with other Managers - useful for big projects like Computer Aided Resource Management Systems (CARMS) 
Personal objectives 
For myself., new challenges, new information, new skills, new 
tools to do my job better - they're the reasons for everything I do 
even outside my work role. Focus on the end product. I want to 
be able to reflect more effectively. 
Personally: maybe next year leadership i. e. a team leader. 
Views of staff who had NOT been involved directly in the EFQM 
implementation were also sought. The question for them was, "What does the 
EFQM mean to you? " 
It gives feedback to management on how things are being run - operational duties, problems etc. 
It's top management's way of asking the workers whether we 
were achieving what they thought we were achieving. It gives 
qualitative feedback as opposed to facts and figures. 
It's a tool to assess whether the organization is working OK - should highlight if there are any problems. 
As might be expected the views were more simply expressed, and couched in 
organizational terms. There was little sense of personal involvement in the 
process or ownership of it. However each respondent identified that feedback 
about the performance of the organization was provided to top management. 
Perhaps there was also an implication that they expected that action would be 
taken if problems were identified. 
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METHODOLOGY - How did the organization seek to accomplish its 
objectives? 
To begin with, it is useful to bear in mind the comment from an officer closely 
involved with the implementation of EFQM in Merseyside: 
The purpose of using the Business Excellence Model is NOT to 
improve the scores, but so that Merseyside Police can pursue 
continuous development. 
Despite this, the EFQM excellence model is based on a scoring model, with 
the scores being used to standardize judgements about the issues under 
scrutiny. 
The scores would highlight strengths and areas for development, but 
managers in all organizations are often sensitive about low scores, lest they 
are seen as individual underperformance. The ownership of the scores - who 
sees them, how they are used (both formally and informally) - are issues that 
can make managers more or less resistant to supporting the EFQM process. 
In Merseyside Police, ownership of the scores stayed with the Area 
Commander, the Management Team and Departmental Manager. They could 
choose whether or not to publish them. How then could the scores be 
meaningful as a benchmark of good practice? One respondent explained: 
These scores are sent to BQF to validate the score and to 
benchmark against other organizations. We are part of a Local 
Authority EFQM network and a police EFQM network. 
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However, benchmarking could only take place on the scores at this stage, 
since key processes e. g. costs and methods had not yet been mapped. This 
process mapping was a common problem for all organizations. As one 
officer said, "BEM (the Business Excellence Model) is a catalyst for change. It 
gives us a framework to map our initiatives. " Without such process mapping, 
the value of EFQM as an aid to continuous improvement and as a quality 
management system diminishes. 
This difficulty was foreseen by the Association of Chief Police Officers 
(ACPO) who established a Sub-Committee for the Harmonisation of Business 
Processes. The findings were such that all 43 police forces in England and 
Wales were seeking to resolve the issues surrounding process mapping (See 
Appendix 9. ) They recommended software mapping the initial process, along 
with costings. Any subsequent changes and the costing for these were 
retained, so that updates showing process improvement and cost savings 
could be easily obtained. 
The resulting data could be shared with other users. Eventually it was hoped 
that a police national database of best practice would be established to allow 
internal benchmarking. External benchmarking (against other organizations) 
would also be enabled by access to a larger database covering other sectors. 
Most processes were police-based, but the third, Develop and train staff had 
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the potential to be benchmarked against a very wide range of organizations 
indeed. 
A present position audit was conducted to establish the current position of the 
organization in relation to its aims and objectives. At the same time, an 
environmental scan sought to identify future trends and influences that might 
affect the future objectives, or the position of Merseyside Police in relation to 
them. 
The information from the environmental scan and present position audit was 
matched against the goals identified in the Business Excellence Model for 
Merseyside by an Inspector. Each Inspector had three areas of responsibility: 
a geographical district 
a portfolio of responsibilities 
sponsorship of an identified goal within the EFQM. 
Inspectors occupy a key middle management role in the police organization. 
They deal at a tactical level with issues that were strategic and operational, 
and are expected to reconcile these issues. As we saw above, the present 
position audit for the second pilot study in St Helens caused some difficulties. 
Some managers were left licking their wounds by a process that was 
described as "rigorous", but it certainly highlighted the areas for development. 
Scores overall were low. 
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It was important to find the reasons why plan goals were still distant, despite a 
lot of activity during the year. A review in 1998 found that in Merseyside 
Police as a whole: 
" there was no mechanism for monitoring/review/feedback, 
out of 17 goals under EFQM only 7 were being managed, 
" staff turnover undermined the notion of having individuals to 
champion aspects of the plan, and 
communications were a problem. 
Performance against targets and goals form part of the reports sent to the 
police authority and Her Majesty's Inspectorate of Constabulary comment on 
performance. Such performance is easier to measure where a force has a 
Quality Management System such as EFQM. The main reason for this is that 
although Home Office Goals are specific e. g. to reduce burglary. The local 
force would be expected to set their own targets and be accountable for 
achieving them. Having identified the blockages to achievements, it was 
important to devise and implement actions to remove them. 
The Area Commander in St Helens had changed by then, and he instituted 
procedures to ensure that plan goals were more likely to be achieved. These 
included: 
meetings every 3 months to tighten up monitoring 
procedures. 
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targets still to be individually driven, to ensure 
accountability for progress. 
Other comments from interviewees raised concerns about the methodology. 
I'm concerned about the scoring. It's subjective and isn't 
externally moderated to ensure the integrity of the scores. Four 
units are key players in this - Best Value, Planning Unit, EFQM, 
and Process Mapping. They all have different managers. 
Do ACPO ranks (Assistant Chief Constable upwards) get the 
detailed findings, score included? Will the Chief involve outside 
assessors? EFQM is mismatched with the police service. 
It needs to be done right. We're still learning. 
There is always conflict between the EFQM purists and the 
pragmatists. The purists want to do it all properly, keep up with 
new standards, go by the book and involve everyone. The 
pragmatists want to make it fit the organization, rather than 
making the organization fit EFQM, they want to cut comers, use 
it only where needed and it doesn't matter when it's used. I tryto 
manage the boundary between these competing groups. 
The downside is that it's only annual so the feedback is 
overwhelming. It needs to be more regular. 
Cleveland (Police) links with British Steel to score and validate. 
Liverpool could link with Littlewoods and/or the Royal Mail, St 
Helens with Pilkingtons, Wirral with Unilever, Tax Office or M&S 
(Marks and Spencer) with Sefton, Plessey/GEC or a football club 
with Kirkby. There is concern about false perceptions, but the 
visits to other organizations would be useful. 
Organizational achievements - documentary analysis 
To be able to assess with any degree of precision, objectives need to be 
SMART - Specific, Measurable, Achievable, Relevant and Time bound. The 
main organizational objectives were set out in the Policing Plans. These 
contained the Home Secretary's Key Policing Objectives along with other 
locally determined objectives. 
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To enable managers to monitor the progress towards achievement, there was 
a regular update on the force Performance Indicators. There was much 
valuable data in this report, but it was not an easy read. A list of contents with 
page numbers would have helped. A summary giving the highlights of the 
data would have been invaluable. 
Organizational and personal achievements - interviews 
The question for people who had been more directly involved with the 
implementation of EFQM was, 'What did you actually gain? " Respondents 
gave answers in both personal and organizational terms. 
Personal 
Achieved lots of personal development. 
Excellent career development 
lots of opportunities 
opened up other opportunities 
high profile assignment 
Pleasantly surprised by reactions to it. 
Personally, looking at myself - kaizen - continuous self- improvement (sic - including the way I speak to people. Initially I 
saw it as just another fad, but I can see the benefits now - 
prejudices are based on ignorance. 
Personally: nothing new or specific to me. The Area 
Commander gained a clearer understanding of the issues raised 
by personnel e. g. lots of rumours with nothing of strategic value. 
Organizational 
It WAS hard work, but less of an uphill struggle than feared: 
There was lots of involvement and hard work by a combination of 
police and civilian staff 
There was lots of commitment. 
The area scheme was set up first, and as word got around, 
people in departments were asking when they could be involved. 
lots of self-motivation from staff. 
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Some Area Commanders have now put resources into the 
EFQM implementation. 
Planning team has been established to progress the 
Development Plan. 
A one-year Development Plan has been published, and 5-Year 
Plans are contained in the Feedback Document from the EFQM 
assessment process. 
We gained a number of changes in force strategy: Directors 
were aligned to Areas, there was a better quality of planning, 
leading to a better quality of management information service, 
A willingness to face up to shortcomings and do something about 
them, 
A continuous improvement group - there's a need to share what 
we do well. 
Not as quick as I would like - but St Helens has gained; it's more 
on-the-ball -got more direction. We're still a bit behind. We'll get 
there in a few years time... hopefully. 
Interviewees provided evidence that some strategies for improvement 
seemed to be working: 
Although some Area Commanders choose NOT to publish their 
review reports, their targets for the following year ARE published. 
These give the identified areas for development from the review. 
In St Helens, the scheme is in its second year, and the activities 
are more integrated into the EFQM planning process. 
A few respondents had high aspirations for the EFQM, and their assessments 
reflected this. 
We have not yet fundamentally changed the whole ethos of the 
organization. 
For respondents who had no direct involvement in the implementation of 
EFQM, the question was posed, "Has it changed the way you or your 
colleagues work? " In some cases, answers were disarmingly direct. 
Not so far - not for me. It may have changed how support and 
admin work, but not me. 
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Not at all. I would have expected some changes. (What sort of 
changes? ) Training, such as induction - that's the big one; bad 
habits are passed on; the costs of that...? There's a number of 
such units on Merseyside and they all have the same problem. 
All this has been fed back to the organization but there's been no 
action; no feedback to us; no report. We've never seen the 
interviewer since. 
EFQM resulted in changes in communication vertically and 
horizontally. We have a Communications manager; more 
information is posted. Sergeants' meetings are better structured; 
there's notice boards; Area Communications/Chief Constable's 
Orders are more accessible. There's a weekly management 
meeting to explain changes and answer questions. It's open to 
all. Response teams go if they're not tied up. 
Other staff had seen changes, but weren't always certain of the cause. 
It's difficult to assess why changes occur - some must be the 
result of the feedback from the EFQM; others... 
There's staff numbers - central government changed the 
establishment, and there's staff roles - budgets and changes in 
ranks like the Chief Super and the number of inspectors. Is it 
EFQM or finance? 
Everyone had been asked to assess the results of the EFQM. Those who 
had been involved with the implementation of EFQM, identified changes 
relating to issues of staff, culture, structure and strategy, and were backed up 
with evidential statements. 
For respondents who had no direct involvement in the implementation of 
EFQM, most answers suggested that few changes had impacted on them. 
That is not necessarily a bad thing - it may suggest that running the business 
is doing fine by allowing people to get on with their normal work. 
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Strategic decision-makers need information to enable sound decision-making. 
This information is based on knowledge, and this, in turn, is based on data. 
As an example, to say that a force experiences 150 car-related crimes per 
day is an item of data. Knowledge would tell us that 35 of these are thefts 
from vehicles parked in 8 spaces on the Supermarket car park. Information 
would tell us that these spaces are on an informal pedestrian route and the 
spaces are screened from view by shrubbery. On the basis of that 
information, decisions about eliminating the spaces by relocating the recycling 
bins, or installing closed circuit television cameras might be taken. But the 
data alone is insufficient, no matter how much there is and no matter how well 
it is presented. Knowledge management is becoming a major topic for 
management writers, suggesting that there is a difficulty here for many 
organizations. 
The EFQM Self-Assessment Feedback Document set out the results of the 
assessment process. The document brought together performance evidence 
and related it to the excellence model. However it was difficult to pick out from 
the wealth of data in the Self-Assessment document any sense of a clear 
focus on which areas were priority. The links with Key Policing Objectives 
were not explicit, nor were the corporate goals as they related to the EFQM. 
The result was that a well-written document with much that was valuable was 
difficult to translate into management information that could then be used to 
determine priorities. 
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EVALUATION - Was it worth it? 
Some staff gave an overview of the value of the project when asked "Was it 
worth it? " 
EFQM needs to be seen as an opportunity, not a threat. 
Report of the scores, and the organization's responses need to 
be open documents. Currently 10 out of 15 areas do publish the 
documents. 
Management styles need to role model the responses expected 
by staff , and which are enshrined 
in the force ethic of being 
open and honest. Some Area Commanders do this, others 
don't. 
It is expected that the EFQM will have some impact in 2 years, 
but will be effective in 5 years. 
However, all staff would make their own judgement on the added value of the 
project. In a situation where an outsider is interviewing staff, there may be a 
temptation to paint a rosy picture. To help tease out some of the issues, I 
asked staff, "What are the main difficulties with the EFQM? " Staff responded 
openly combining this with suggestions of how to improve things. 
Lack of stability with staff (especially uniformed). Lack of 
continuity so that holding people to account is difficult. 
Performance Indicators (Pis) are quantitative not qualitative and 
are performance driven. This leads to longer-term fixes. Longer- 
term improvements may lead to a dip in Pis in the short term, 
and this has been resisted. 
Needs a Quality Unit to co-ordinate the process and tie it into the 
model. Not all areas for inspection are being addressed. 
TIME!!! It was not costed - the interviews... 
Some people (plan managers) left and no plan managers were 
appointed (to replace them). 
It (The feedback document) needs a summary. 
The issues tend to be narrow - not necessarily police oriented. 
They're put into EFQM-speak so that interpretation comes into 
the equation. 
Some staff provided longer responses that addressed deeper issues. 
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The structure of the questions follows a particular route so that 
it's hard to understand them sometimes. People say, I don't 
know what you mean. We need to look at the level of 
appropriateness - it's OK for force level, but less so at Area level. 
It represents a wish list i. e. there's a hidden template. Has it 
been tested against the police service? Has there been 
benchmarking against another police service? It's an 
unachievable target. Can we (will we) use the results or is it just 
a mechanistic process? 
There's a logistical difficulty. It's done on an annual basis. Is it 
worth it? What's the opportunity cost - the cost-benefit? Do we 
know cause and effect? / suggest that issues are raised in year 
1, addressed in year 2 then evaluated in year 3. 
Planning needs to start as soon as possible if we are to achieve 
a full 12 months' work (in reality we only have 9 months to 
achieve targets. ) What about 5 year planning with targeted 
priorities? 
The surveys may be used as a whinge session - it would be 
better to ask, 'What do you want? How can we do that? " 
Currently we have to come up with how to do it. It's a missed 
opportunity to get possible solutions from the staff most closely 
involved. 
The speed of the exercise and the snapshot issue. The 
concepts are OK, but the practicalities are that it's time 
consuming. There's difficulties in keeping trained people, 
integrating it into the planning process: where this is weak, the 
temptation is to go for the easy bits of EFQM and the true 
potential isn't clear to people - this slows things down and 
doesn't help. 
All the comments suggested improvements and not a single interviewee 
presented a negative approach to the EFQM. To check this out further, with 
staff who had not been directly involved in the implementation process, they 
were asked, "Have you seen any difficulties resulting from the planning 
process? " Answers tended to be more narrowly focussed on the immediate 
impact on the work. 
No. It's well explained and well operated. There was concern 
about how the information would be used, but it's been 2 or 3 
years now and there's no evidence of people being blamed for 
the feedback There is confidence that we can take things to 
management. There is more confidence in a genuine response. 
(From management to feedback). 
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Changes are not related to us. It changes the workload but 
there's no budget - we weren't asked; no one has spoken to us. 
Staff have loads of experience that is not being called on. It's 
such a waste - bringing in police officers short term who will 
quickly move on and get promotion yet the civilian staff are not 
asked. 
Officers are lost when the information gathering process takes 
place. Police officers are lost to the job for some time. 
On a more positive note, respondents were also asked, "What are the main 
benefits of EFQM? " Everyone found something positive to say about the 
process, and again ideas for improvement were added in. 
Best practice needs to be identified as well as areas to develop. 
Also why are we doing well? 
It gives a framework. It helps us to deliver a more efficient and 
effective service. We examine needs and are more pro-active. 
There's more root cause scrutiny. 
IF the above issues are resolved, then it's an independent 
assessment of our performance - my performance. 
It's an excellent method of judging the impact of thematic 
change. 
There are benefits - issues are raised, recognized and 
responded to, and there is a plan (or not) of action to resolve it. 
As a way of checking out the consistency of respondents' replies and my 
understanding of them, an evaluative question was posed. "Was it worth it? 
Why? " All respondents had a view on this. The consensus was 
overwhelmingly positive, but with some reservations. 
Yes! And it would be more worthwhile if we capitalized on it and 
developed it further. 
We may not see the end product for some time, but there should 
be one. 
It's taken a lot of time - what's the return on the investment? 
I think we're doing OK so far. 
To some degree, but there's a carry over from last year with 
some people still paying lip service. I question their level of 
commitment - people in authority. Commitment for the right 
reasons - not just EFQM but needs a way of ensuring continuous 
improvement. 
YES! Because we need a line in the sand. 
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No clear answer to this. It needs a cost-benefit analysis and/or 
cost effectiveness measure. On the other hand it does look at 
the cultural aspects of the organization and put us into direct 
conversation with staff 
There's been no cost benefit analysis, but yes - it's been a bold 
step. Had we not done this, or something similar, we would now 
have no structured approach to quality. 
The pilot had been evaluated by individuals against a range of criteria. There 
were clear indications from the interviewees that a more structured approach 
to organizational evaluation of the EFQM project would be welcomed. 
Suggestions included cost benefit analysis and cost-effectiveness measures. 
This all sounds straightforward enough - the cost of collecting, analysing and 
reporting on the data could be compared with the impact on 'running the 
business'. 
However, calculating such costings and estimating impact are both complex 
and specialised tasks. It was hoped that my report would offer some 
qualitative but effective feedback. The Director's response to my presentation 
suggested that they expected me to have conducted a cost benefit analysis or 
cost-effectiveness exercise. This was well beyond my timescale, but clearly, I 
had not communicated the scope of such a large scale, complex undertaking 
to him. His disappointment showed in his feedback letter (Appendix 8). 
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CHAPTER 5- DISCUSSION 
The story so far... 
By the conclusion of this research, I wanted to be able to identify the key 
factors that promoted healthy learning, led to successful change and 
enhanced quality of output. That would enable me to draw some conclusions 
as to why quality initiatives succeeded in some organizations, but not in 
others. 
Many organizations had introduced change programmes in the hope of 
achieving higher quality in their products and services. This drive for higher 
quality often sprang from a desire to survive and thrive amid rapid change. 
The change programmes were usually accompanied by development 
activities. However, the impact of these measures left many organizations 
disappointed. Since the measures taken were often similar, but the results 
differed, this research focussed on how the change programme was 
undertaken. 
The two case studies selected had each undergone a large-scale change 
process introduced to improve quality and performance. Methodology was 
selected to gain access to the perceptions of people within the organization 
who were involved in or affected by these changes. The hypothesis was that 
perceptions determine our view of reality, and this 'reality' governs our 
behaviour. Such behaviour - in terms of responses to change programmes - 
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might generate outcomes that would enhance or jeopardise the success of 
the programme. On a larger scale, that might influence the success of the 
organization, and thence the global competitiveness of the nation. 
The research began in a more simple way, by seeking to identify the concepts 
used by trainers within the police service to judge the quality of training. This 
was my specialist area and I would be able to understand the issues clearly 
before moving into unfamiliar territory. 
Defining Terms - surfacing assumptions 
An early attempt to see if there was consensus on a definition of what 
constitutes quality in training foundered on the rocks of a poorly written 
questionnaire. Despite having piloted it with a very small group of people (6) 
the questionnaire suffered from ambiguous and leading questions that were 
easy to analyse, but were not framed in a way that permitted the drawing of 
conclusions. The results also hint that some respondents became tired of 
completing the form - later questions attracted fewer responses than earlier 
ones. 
Another factor may also have affected responses. The questionnaire had 
been carefully typed and checked until accurate. In order for it to be 
administered at the Conference, it needed to be re-formatted to comply with 
the 'house style'. The draft was carefully proof read and checked thoroughly 
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for mistakes. Having been re-formatted, it was then administered, without 
further checking. As conference delegates began to complete it, they drew 
attention to a number of errors. The date was wrong (by ten years! ) and the 
four-point scale used for some questions was repeatedly typed as 1-2-4-4 
instead of 1-2-3-4. The questionnaire had been re-typed rather than just re- 
formatted and a number of errors had crept in. In a questionnaire about 
'quality' this was a serious blunder. However, there were some things that 
could be gleaned from the data provided. 
The first section aimed to tease out the range of concepts used by Force 
Training Managers to indicate'high quality' training. Respondents were asked 
to tick all the indicators that applied and add others if appropriate. The 
expectation was that a large number of choices would be indicated. The 
second question asked for one indicator to be selected as the 'top indicator, 
in the hope of providing a more definitive answer to the question. In the first 
case, the top three answers were: 
Table 17 - Indicators of high quality training - top three choices 
Delivering what the end users want 23 
Trainees who do well afterwards 17 
High standards of excellence 16 
In the second case the order of preference remained, but the differential 
between first and second choice became more marked. 
156 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
Table 18 - Top indicator of high quality training - top three choices 
Delivering what the end users want 15 
Trainees who do well afterwards 5 
High standards of excellence 5 
In both cases the item attracting the greatest number of responses was 
'Delivering what end users want'. That seemed fairly unambiguous, but the 
difficulty lay in the next level of analysis. Who were the 'end users' and how 
did we discover what they wanted? It could be argued that the end user was 
the community using and paying for the police service, or (since the 
questionnaire was about training) the end user could be the trainees or their 
workplace supervisors. 
The other two choices illustrated further ambiguity in the questions. Trainees 
who do well afterwards in what respect - career progression? Classroom 
delivery? This question had been included to try to capture the view that 
training leads to faster career progression. However in informal discussions, 
it became clear that delegates had a number of interpretations, and the 
responses ceased to have much value for this study. 
The selection of high standards of excellence as a criterion of quality cannot 
be argued with - but without defining 'excellence' it remained unmeasurable. 
Despite this, its selection was useful for the study. It suggested that 
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assumptions about what constitutes excellence were shared. Where it is 
assumed that 'we all know what excellence is' there is no perceived need to 
discuss it. In the absence of discussion, different views of'excellence' remain 
hidden and any learning remains with the individual. 
The next set of questions centred on measures thought likely to improve the 
quality of training. It was hoped that this set of questions would provide clues 
as to the measures of quality training that were actually used by Force 
Training Managers, rather than those to which they might pay lip service. 
Here the top four have been selected, since there was only a very marginal 
difference between the numbers selecting them. 
Table 19 - Measures thought likely to improve the quality of training 
More staff skills 
More resources 
More staff 
More interest from force 
13 
12 
11 
10 
The responses focussed on the inputs for training and this was puzzling. It 
could be argued that a greater level of skills would enable the trainers to meet 
end users' needs (whoever and whatever they may be) more effectively. 
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When combined with other responses relating to 'staff skills' such as 'More 
flexible approaches' (2) and 'Staff development programme' (1), this pushed 
the figure in Table 20 up to 8- more than double the responses for 'More 
resources'. 
Table 20 - Respondents' top measures for quality improvement 
More staff skills 5 
More resources 3 
More force interest/support 3 
More staff 2 
This was a clear indication that staff skills, followed by resource shortages 
were seen as a barrier to improving quality. Despite this, it seemed unlikely 
that an increase in staff skills and more resources in themselves could 
improve quality until 'end users' and their needs were identified. It may be 
that Force Training Managers saw these two sets of questions as dealing with 
separate issues - 'quality' in terms of acceptable things to say, and 
'improvements' in terms of empire building. If so, that suggested that the 
espoused theory - delivering what end users want - and the theory-in-use are 
very different. However, there may be other explanations for the responses. 
Many forces were at that stage beginning to be interested in the model 
published by the European Foundation for Quality Management (EFQM). 
This later became the Excellence Model, although at that time it was known 
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as the Business Excellence Model and its formulation was slightly different. It 
is possible to argue that the Force Training Managers would use the extra 
resources they wanted to conduct surveys into what 'end users' (however 
defined) wanted. This may account for the high rating of 'more 
interest/support from forces'. Since trainers were seconded police officers, 
their main career was in operational policing. Moving into the training 
environment sometimes meant putting a career on hold. Training was often 
accorded little status by either colleagues or supervisors, so incentives to take 
training seriously were few. Perhaps the views were expressing the need for 
greater'end user' participation and involvement to improve quality, but in the 
absence of further interviews no firm conclusions can be drawn. 
The next question sought information about the criteria used in judging the 
quality of a number of courses that took place at National Police Training 
Harrogate - for which Training Managers were the main end users. A four- 
point scale was given to mark out the respondent's judgement of the course, 
and then a free text response was invited. This generated a wide spread of 
answers, with no clear consensus around any particular response. To clarify 
the issues, responses were grouped into staff inputs, other course inputs and 
outputs. 
The grouped responses again suggested that it was the inputs, rather than 
outputs, that led Force Training Managers to judge a course to be of sound 
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quality. That response was at variance with earlier responses about quality 
being judged by what end users want - an output-based measure. In this 
case, the Force Training Managers were the end users for at least some of 
the trainees. For this set of responses to be consistent with earlier ones, a 
majority of comments would have been related to outcomes. 
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Table 21 - Grouped criteria for judging a course to be of 
high quality 
Training staff 
Level of staff skills 
Quality of staff and personal goals of NPT H 
Committed staff 
Professionalism of staff 
2 
1 
1 
1 
The planning, thought and dedication that goes into it 1 
The performance and development of staff which is 1 
part of a structured programme and regime 
Other course inputs 
High credibility, good quality material 1 
High reputation, sound curriculum, 1 
Distance learning element 1 
The availability of time for the proper development of 1 
competence 
Enthusiasm of course attendees 1 
Outcomes 
Students able to be effective on return to force 2 
Good foundation for development and further 1 
accreditation 
The final question related to the reasons why quality training was important to 
Force Training Managers. Again the free text responses varied, and again 
some grouping of responses was needed to enable further analysis. As the 
7 
6 
3 
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basis for this, Kirkpatrick's levels of evaluation were used, so for example, all 
comments capable of being measured by Level 4- Results measures were 
grouped together, comments measured by Level 3- Behaviour were 
grouped, and so on. Some responses did not fit into this classification and 
were grouped separately. Others were ambiguous and have been classified, 
but noted with a (? ) to denote uncertainty about the classification of the 
response. 
Table 22 - Grouped criteria relating to the reasons why quality of training 
is important 
I: i, 
Level 4- Results 
Corporate objectives 
Value for money 
Reputation 
Service delivery 
Protects the organization(? ) 
Credibility/legitimacy 
4 
4 
3 
2 
1 
1 
Level 3- Behaviour 
Transfer to workplace 5 
Meets identified training need 4 
Cost of abstractions (? ) 3 
Foundation for future (? ) 1 
Level 2- Learning 
To maintain standards (? ) 
Professional competence (? ) 
1 
1 
Lim 
15 
13 
2 
Level 1- Reactions 
Staff deserve it (? ) 1 
Other 4 
Essential 3 
Improves quality of management 1 
Most of the responses suggested that the way to judge quality would be to 
evaluate at Levels 3 and 4 on Kirkpatrick's model. However, the evaluation of 
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training at these levels in organizations is generally lacking, and the police 
service is no different. Indeed in the HMIC thematic inspection of police 
training, undertaken three years after this piece of research, the following 
observations were made: 
Twenty-six forces have an evaluation strategy in place, whilst 
seventeen do not. ... Nine forces have evaluation strategies that 
provide a basic means of evaluating training. Only two - 
Bedfordshire and Staffordshire - have comprehensive and 
effective evaluation strategies that can be regarded as strong, in 
that they include many of the criteria included in Appendix F. 
The survey showed that thirty-two forces do not have strategies 
that are capable of being used to evaluate the effectiveness of 
the training that is delivered. 81(p. 11314) 
The issues that emerged from this piece of research were that: 
There was consensus that the most important criterion on which 
to judge the quality of training was 'delivering what end users 
want', BUT, 
Data to demonstrate that the training did meet the needs of the 
end user were lacking. 
" The measure thought most likely to improve quality of training 
was'staff skills', BUT, 
There was a discrepancy between the criteria used to judge 
quality and the measures identified for improving it. The former 
covered more strategic organizational issues, such as 
identifying, satisfying and measuring satisfaction of end user 
needs, while the latter focussed on more operational issues 
such as skills improvement. 
B1 HMIC (1999) Managing Learning: London: HMSO 
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The distinction between wants and needs may also have played a part here. 
Training needs analyses canvass a wide group of stakeholders. If Training 
Managers viewed themselves as being the sole end users, they may have felt 
that their personal wants were not catered for. As a national designer of 
training and provider of police trainers, the National Police Training remit was 
broader than a single force, and required a future orientation. That was 
sometimes not recognised at local level. 
If the key criterion for judging the quality of training was 'delivering what end 
users want, then the top measure for improving quality would be expected to 
be an organizational feature, such as better Training Needs Analyses, or 
more measures to improve the transfer of learning to the workplace. Instead, 
the focus was placed at a more operational level on trainer skills. There may 
have been a linking mechanism not yet established, but there was no 
evidence of this. Instead there seemed to be some lack of acceptance that to 
achieve training that delivered what 'end users' want could only be 
accomplished and measured by identifying 'end users' and their needs, 
delivering what they wanted, then monitoring the results to ensure that the 
training did indeed meet their needs. 
Given the importance attached to trainer skills, this issue was addressed in 
the second, very small-scale piece of research. The question posed was 
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'What makes a good trainer? ' A small focus group identified some key 
concepts, and these were then structured around a number of themes. These 
themes were: 
undefined 'excellence' 
organizational indicators 
self-evaluation by trainers 
" the workplace transfer of learning 
"a 'feelgood' factor of relating well to trainees. 
The questionnaire was administered to a very small sample of 10 training staff 
in the Training Department, and the Training Manager. Five responses were 
forthcoming. 
The questionnaire was framed as a series of forced pairs to elicit an order of 
priority for the criteria used to judge a 'good' trainer. The top priority 
confirmed that quality was judged by "delivering what end users want with a 
score of 29 out of a possible 35, with 'end users' remaining undefined. The 
next highest score related to the workplace transfer of learning (27) then to 
the meeting of training targets with a score of 24. Issues of what targets, who 
sets them and for what purpose were left unexplored in this context. 
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Table 23 - Criteria for judging a good trainer in order of priority: 
All 
respondents 
"A good trainer is one who... " 
M= 
delivers what end users want 29 
has an impact on trainee job performance 27 
meets training targets 
29 
24 
has high standards of excellence 16 
meets force indicators 16 
meets community needs 16 
meets his/her own clearly defined objectives 12 
gets positive comments from trainees 1 
The next highest score was 16 and three items attracted the same score. 
'High standards of excellence' remained undefined and the relatively high 
score that it attracted is somewhat disturbing. That suggested that notions of 
excellence were shared, but there is little evidence for this optimism, either in 
training or elsewhere. However, it could be argued that to have relegated this 
item to a lower position would give a very dubious result - that'high standards 
of excellence' were not seen as important! 'Meeting force indicators' was one 
aspect of 'what end users want, as was 'Meeting community needs'. Their 
emergence in such a low position demonstrated some inconsistency of 
thinking on the issue. Trainer self-assessment scored fairly highly - perhaps 
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not surprisingly given the respondents themselves were trainers - while the 
'feelgood' item was relegated into the final position with only one point. The 
themes around which the questionnaire was based were placed in order of 
priority by responses as follows: 
Table 24 - Responses analysed by theme 
Organizational indicators 
Delivering what end users want 
Meets training targets 
Meets force indicators 
29 
24 
16 
Meets community needs 16 
Transfer of learning to the workplace 
Has an impact on trainee job performance 27 
Undefined `excellence' 
Has high standards of excellence 16 
Self evaluation by trainers 
Meets his/her own clearly defined objectives 12 
'Feelgood' factor 
Gets positive comments from trainees 1 
In terms of evaluation, the themes corresponded to Kirkpatrick's four levels of 
evaluation, with the exception of 'undefined excellence', which, being 
undefined is not measurable. 'Organizational indicators' relates to Level 4- 
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results; 'workplace transfer of learning' to Level 3- behaviour; self 
evaluation by trainers to Level 2- learning and 'feelgood factor to Level I- 
reactions. 
Although this tiny sample cannot be claimed to offer any generalisable 
findings, it does appear to demonstrate consensus as to definitions of quality 
training among both trainers and Training Managers. At this point it became a 
more concrete idea that in these contexts, the 'quality' of training was 
synonymous with the 'effectiveness' of training. It is not surprising that HMIC 
wish to see measures in place to demonstrate the effectiveness of training, 
and the findings of these two pieces of research suggest that there may be 
strong support for this - at least in principle. 
But here there seemed to be a problem. This consensus was at odds with 
practice throughout police training. Instruments to measure the effectiveness 
of training at level 1 were widely used, with some instruments for level 2 in 
place. But in the police service, as elsewhere, little progress had been made 
in establishing systems, procedures and practices that measured what 
everyone seemed to agree was important - the transfer of learning to the 
workplace, and the impact of training on the achievement of organizational 
objectives. If training does impact on job performance, it will generate 
changes in workplace behaviour. Currently there is no consistent approach to 
identifying and/or measuring these changes. 
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To examine the relationships between quality, learning and change, 
something more complex was needed. Two case studies were undertaken, 
one in a multinational corporation in the production sector, the other in a 
public sector organization delivering services. The Humber Refinery and 
Merseyside Police were both organizations with good reputations for 
implementing the European Foundation for Quality Management's Excellence 
Model. The Excellence Model had been widely identified as a framework for 
holistic quality assurance, and the changes in 2000 added a built-in 
mechanism for capturing learning. 
It was hoped that the contrast between the two organizations would help to 
achieve the objectives of the study: to identify the key factors promoting 
healthy learning, leading to successful change and enhancing the quality of 
output in organizations. That would help me to provide some insights as to 
why quality initiatives succeeded in some organizations and not in others. 
I Project Humber 
Although my initial focus was on the introduction of the EFQM Excellence 
Model, it soon became clear that other issues could not be avoided. The 
refinery fieldwork was conducted in 1996: over two and a half years after 
Project Humber; a major - some would say brutal - change programme. The 
refinery leadership was eager to have feedback on responses to the change 
170 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
process, believing that this was a good time to move the change on to the 
next stage. 
The first stage of the research was to try to locate the organization as a whole 
on the transition curve. That would help to show whether some divisions or 
layers in the organization had moved further than any others. If so, 
explanations for the phenomenon could then be sought. The Schedule of 
Concerns questionnaire was not a direct measure of the organization as a 
whole: rather it measured the concerns of individuals. These were then 
aggregated to give a feel for the location of any particular group on the 
transition curve. Results were analysed by Division -a vertical slice through 
the organization, and by level in the hierarchy -a horizontal slice across. 
The second stage of the case study was to explore some of the reasons for 
the location on the transition curve, and the reasons for the different profiles of 
the divisions. 
The Humber Vision was developed to guide the establishment of strategies, 
structures and systems in the new refinery. The vision statement was short, 
pithy and summarised the aims of the refinery as it was to be in the future. It 
was to be 'the safest, cleanest and most profitable refinery in Europe'. Safety 
related to reportable accidents, cleanest to environmental aspects and most 
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profitable related to the wish to regain Humber's position at the top of the 
Solomon Indices82 (or at least maintain a top quartile position). 
There was little doubt among employees that the Humber Refinery was 
serious in its commitments to employee safety and the environment. The 
Employee Opinion Survey asked two questions on safety and on the 
environment. A favourable response of 82% to the Safety question, and 77% 
for the 'environmental responsibility' question was evidence that employees 
considered these aspects were satisfactorily handled. Other metrics, such as 
reportable incidents (accidents and near misses), provided further feedback to 
the Refinery Leadership Team. Comparative data was needed to check that 
the Humber Refinery was the safest or the cleanest refinery in Europe, but 
employees certainly thought the refinery worthy of a high score on these two 
aspects. The third strand of the vision statement related to the profitability of 
the Humber Refinery. 
Although'most profitable' could be measured merely by comparing profitability 
with other European refineries, it may be more complex than that. Bottom-line 
profitability depends on the techniques used to measure a range of 
accounting figures. Although accounting conventions standardise the 
measures to be used to some extent, there is still flexibility within the 
conventions, so the figures for profit produced by the refineries may be based 
82 The Solomon Index is a 'league table' for businesses. 
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on different assumptions, and may not be directly comparable. Having said 
that, it is difficult to see how 'most profitable' could be measured in any other 
way. Comparative figures for other European refineries were not available to 
the researcher, and profitability in Conoco was shown at the aggregated level 
of the company, rather than at individual refinery level. 
It was expected that the changes driven by Project Humber would bring about 
greater stability in key areas. These included: 
" position in the Solomon ratings 
" stability of ownership via the stock market 
stability in production 
stability of the workforce. 
That gave rise to a paradox to achieve such stability, constant change was 
needed. This paradox also helped explain why constant change and constant 
learning was such an important part of the work of continuous improvement. 
The Continuous Improvement Team recognised this and the possible staff 
unhappiness with constant change. By drawing together the many initiatives 
into a single conceptual framework, the team generated a perception of a 
single change, albeit with many facets. 
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Activities for promoting change 
In January 1996, the Continuous Improvement team made a presentation to 
the Refinery Leadership Team. They presented a chart headed 'Death by 
1000 initiatives!! ' that showed all the initiatives currently operating within the 
Refinery. The CI Team made sense of them all by mapping them onto the 
European Foundation for Quality Management (EFQM) model for Business 
Excellence. A series of assessment instruments provided the means by 
which progress towards the desired goals was measured. 
Measuring progress 
The Refinery had a good deal of data but much of it was not transformed into 
knowledge. My study drew on the data from the surveys conducted by the 
parent company, Conoco, as well as those conducted by the Refinery itself. 
Additional data was gathered to supplement the findings of these other two 
sources. 
a) Conoco's assessment instruments 
Conoco undertook an Annual Survey of Employee Opinion, using an external 
consultant. This gave a view of how employees felt about the changes, and 
provided valuable information to guide management decision making. 
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b) Refinery's assessment instruments 
Since the Refinery's Vision was to be the safest, cleanest and most profitable 
refinery in Europe, it would make sense to measure Humber's performance 
against other European refineries. However, it was not clear that there 
existed an industry wide measure of these factors, and local practices, such 
as accounting conventions, influenced the findings. Instead, other 
assessment instruments - Key Performance Indicators - were used. In 
addition, the Continuous Improvement team carried out a self-assessment in 
January 1996, using the Business Excellence Model. 
C) Researcher's assessment instruments 
A Schedule of Concerns survey was administered, a range of documents 
consulted, meetings attended and some small-scale interviews conducted. 
Throughout, I tried to be sensitive to indications of underlying culture - what 
was being walked, as well as just talked. This ethos soak was a qualitative 
approach to picking up signals of cultures that might assist or hinder any 
change programme. This technique used by an outsider can provide an 
outside-in view of the Refinery. 
The analysis of the findings initially sought to focus on the perceptions of 
three core issues: continued growth and profitability, the maintenance and 
enhancement of technology, and the retention of key staff. These would be 
classified as 'task' in Adair's analysis (see page ) 
175 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
1) Continued growth and profitability 
There was clear emphasis in this area, as expressed by the Humber Vision, 
and the Refinery Targets for Overhead and Operations cost control, for 
example. The structural changes carried out under Project Humber, involved 
downsizing (staffing reductions by natural wastage and voluntary redundancy) 
and delayering (flatter hierarchy). This gave cost reductions that were 
expected to continue in the long term. Other Projects, such as Operational 
Reliability, aimed to cut costs, perhaps only in the short term. Operational 
Reliability sought to cut maintenance costs without jeopardising the effective 
running of the plant. 
However in the Employee Opinion Survey, employees considered that the 
organization might not be providing superior value to customers when 
compared to competitors. Employees felt that the refinery was not making the 
changes necessary to compete effectively. This in itself suggested two 
things: that employees saw the need for such changes and had views about 
what changes were needed. 
In the Self-Assessment, internal customer satisfaction received the lowest 
rating, suggesting that such issues needed attention. One team leader had 
taken action to address this by instituting NVQ Customer Care programmes 
for his staff. This contributed towards the Refinery's Investors in People 
initiative, and enabled staff to benchmark their performance against national 
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standards. Informal comments suggested that his staff felt they had been 
given this development as remediation - to correct faults in the service they 
provided. Not surprisingly, it was an unpopular move. 
Most employees gave the Refinery high marks on being environmentally 
responsible - although this is an expensive area with poorly quantifiable 
benefits and the potential to lose all the goodwill accumulated in just one 
highly publicised incident (e. g. Shell's proposed sinking of the Brent Spar in 
the North Sea). 
On 26 January, 1996, Archie Dunham, the new CEO of Conoco, made a 
satellite broadcast - The Global Town Hall Meeting. It was used to look back 
at progress and give praise accordingly, and to set new goals and aspirations. 
Some stringent financial targets were set, including: 
Doubling the Company's value in eight years 
" Earning a return of at least two points above the industry cost of 
capital 
Increasing earnings by 10% annually. 
During the broadcast, the Humber Refinery was cited as an example of 
business excellence, defined as top quartile performance, annual earnings 
growth, continued cost control, and 'a total commitment to our core values'. 
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2) Maintenance/enhancement of technology 
Petroleum coke production and the newly built Number 3 Vacuum Unit gave 
the Humber Refinery a competitive edge in the petrochemicals market. This 
was one way of using technology to enhance profitability. If the Humber 
Refinery was to meet the goals outlined by Archie Dunham, it needed to take 
every opportunity to improve its technological capabilities. However, in the 
self-assessment report, Processes and Resources scored 4.3 and 3.9 out of 
10 respectively, suggesting some employee concern here. Kaizen would 
suggest that the improvement process might begin with employees 
themselves suggesting small-scale changes, and the Employee Opinion 
Survey showed that most employees felt encouraged to come up with new 
and better ways of doing things. Yet less than half the respondents gave their 
leadership high marks on encouraging improvement in everything employees 
do. The suggestion scheme had also been abandoned. Where, then could 
the encouragement for innovation come from? 
3) Retention of key staff 
The jobs market in Humberside is not good, and low staff turnover would be 
expected. Additionally, the Humber Refinery provided an attractive package 
for its permanent staff. From the Employee Opinion Survey, however, pay 
was not considered to be enough compared with other companies. This 
surprising outcome needed further investigation to discover what lay behind it. 
Employees also did not see the Refinery as working to attract and retain the 
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best people. Such perceptions could be attributed to a number of things and 
only exploration would clarify the underlying reasons for such responses. 
That did not appear to have taken place. 
Most employees (58%) asserted that their work gave them a feeling of 
personal accomplishment. However, most did not believe that they were 
recognised fairly for their efforts and lacked opportunities for development 
within the organization. This inconsistency was recognised by the leadership 
team, but there was no evidence of efforts to resolve this. Informal 
discussions suggested that it was attributed to the workforce not knowing 
when they were 'on to a good thing'. Dissatisfaction was further emphasised 
by responses suggesting that objective appraisal measures were not used 
enough. This dissatisfaction with front-line supervisors was echoed by the 
Self-Assessment, where a score of 3.0 out of 10 was given, although higher 
levels of management received a higher score. It seemed that managers at 
higher levels were held in higher esteem than immediate supervisors and 
more junior managers. 
The flat structure meant that career progression was limited for many people, 
and generated dissatisfaction - high fliers hitting low ceilings. One young 
professional suggested that as part of the Du Pont organization, greater 
internal movement would be a step forward. Many staff were unable to leave 
for a variety of reasons, some of which were personal. However, staff who 
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were mobile and attractive to other employers, might leave the Humber 
Refinery for promotion or variety of experience even at lower salaries. The 
low staff turnover had caused managers to become complacent about this, 
but shortly after this study a number of young engineers left the Refinery. 
The self-assessment score of 4.8 on People Satisfaction suggested some 
dissatisfaction, and the Employee Opinion Survey gave more details. Most 
employees (58% again) believed they had a favourable balance between their 
work and personal lives, although employees were more concerned about the 
amount of work required of them than about the organization's flexibility in 
helping them to achieve a balance of work and family commitments. This 
may be connected to the fact that the vast majority of employees were males, 
who typically have fewer caring responsibilities than females. Many 
employees gave the organization high marks on safety, and were satisfied 
with their physical working conditions. 
A number of interviewees identified the people centred approach as the 
greatest strength of Conoco in pre-Project Humber days, but the Self 
Assessment survey gave a score of 4.1 out of 10 for People Management 
post-Project Humber. That implied a loss of benefit resulting from Project 
Humber. That said, the task-centred approach was seen as a strength of 
Project Humber. In particular the use of metrics gave people a sense of 
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achievement, although they recognised that these metrics needed further 
development. 
Learning from the process 
Despite De Geus's comment that: 'The ability to learn faster than your 
competitors may be the only sustainable competitive advantage. i83 learning is 
unsettling. 
'teaming can never be value-free: it must either work 
toward supporting the status quo or undermining it and 
replacing it with a better form of society. i84 
There were clear signs of dissatisfaction at the refinery. Since the vision itself 
- "safest, cleanest, most profitable European Refinery" - had little controversial 
content, this dissatisfaction must have been caused by something else. 
There was some evidence that Project Humber was seen as a battle. If this 
was so, there would be winners and losers. The interviews provided evidence 
that certainly some people saw themselves and others as winners or losers. 
For example, one former employee spoke of his experiences under Project 
Humber. He claimed that he (and many others) had been moved to a 
completely new role, with little paperwork to guide him in his new post. He 
had little interest in the work he had been given. The instruction to destroy all 
83 Arie Do Geus Planning as Learning Harvard Business Review (March/April 1988): p70-74 
84 David Boud & Virginia Griffin (eds. ). A Facilitator's View of Adult Learning in Appreciating Adults Learning from 
the learners' perspective Kogan Page, (1987) 
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files in his previous post caused particular discomfort. He felt that this 
devalued the contribution and those who made it. It was in opposition to the 
principle of 'valuing all people', and highlighted the difference between 
espoused theory and theory in action. It also led to insecurity, since there 
was no baseline paperwork to guide them in their new roles. His experience 
was confirmed by other interviewees and supported in the documentation of 
the process of decision-making. 
This lack of respect for individuals and the resultant lowering of self-esteem 
meant that inner confidence would be low. Fig 2 shows the confidence 
circles. 
Figure 2- Confidence Circles85 
Organizational 
confidence 
ý\\ Inner confidence 
Technical 
confidence 
Each outer circle contributes to the inner circle. In this context, organizational 
confidence would be low because of the new structures, strategies and 
systems: technical confidence would be low because of the change in job 
role. The impact of this would be to reduce inner confidence to very low 
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levels indeed. This legacy from Project Humber might also significantly 
influence attitudes towards current activities. 
With such perceptions, and the knowledge that they were unwelcome to 
management, staff demonstrated compliance behaviour in public and sought 
support for their conflicting attitudes in smaller groups of trusted colleagues - 
safe havens. Having gone underground, these expressions of dissent would 
be more difficult to deal with, and their effects would be more corrosive of 
morale. Anecdotal evidence suggested that some small groups had 
developed a culture of dissent, into which newcomers (such few as there 
were) were inducted. This mistrust and dysfunctional behaviour would make 
future successful change even more difficult. 
Acceptance of past changes - readiness for new changes 
As the responses to Project Humber were recorded and charted, a pattern 
began to emerge. When the feelings expressed by individuals over time were 
recorded, they suggested movement along the transition curve. There was no 
way of directly mapping these two findings - the interviews and the 
questionnaire results against each other, since the latter had been 
confidential. However, it brought to mind another model that might help to 
explain the emerging results. 
85 Source not known. Used within NPT Harrogate on the Trainers' Development Programme. 
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Figure 3- Adult Learning Processes86 
Individuals were in equilibrium when a change took place. This pushed them 
into disorientation, causing feelings of confusion, anger, despair - "... it was 
devastating... shock...... my output probably dropped. " For some people, the 
way out of disorientation was denial of the change - "We had Divisions 
before and it didn't work then either! " This group of people moved back to 
equilibrium by denying the change. They became disgruntled and 
disaffected and even more reluctant to accept future change. Had they been 
able to discuss their feelings with a skilled counsellor, they may have been 
able to move into the next phase of exploration. 
86 This model is adapted from one devised by Marilyn Taylor of Toronto University, which 
seeks to explain the way in which adults learn and captures the emotional responses that are 
part of that learning process. It also explains why, at times, learning is not accomplished 
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Some interviewees demonstrated that they had moved from disorientation 
into exploration - what's in it for me? One spoke of a paper on change that 
he submitted. He was convinced that this had resulted in his current 
appointment. Others gave evidence of how they had moved from 
exploration through to reorientation - they accepted that the change had 
something to offer, and sought to find a place for themselves within the new 
system. 
I tried to adopt a positive attitude and switch off from the negative 
aspects.... 
It is here, in the move from exploration to reorientation, that learning takes 
place. Once this was accomplished, individuals achieved a new equilibrium. 
It has changed my working life considerably. I'm continually 
looking at self development. 
Individuals who reached this new equilibrium were likely to be much more 
receptive to future change - Tom Peters spoke of becoming hooked on 
change. Such people could help teams and eventually the organization itself 
to change, since they have become more experienced at managing change 
on a personal level. 
There had been a major change at the Humber Refinery, which had affected 
structures, systems, strategies, people and culture. The adult learning model 
described above was used in the presentation to the refinery leadership team 
to assist their understanding of the processes and emotions involved in 
185 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
learning for adult learners. The change process had concentrated more on 
task issues, and had neglected the emotional aspects of change. 
The adult learning model seemed to explain the processes described by those 
affected by Project Humber and if so, demonstrated that the change 
programme had generated learning. Some of the learning in evidence could 
be described as positive, but other learning was negative in its impact on the 
workplace, and on attitudes towards change. In particular, attitudes towards 
the 'management' of the plant demonstrated suspicion, cynicism and hostility 
born of fear. This may, in part, explain the gap between managers and staff 
on the transition curve. 
Even more interestingly, many of those functioning as supervisors or 
managers identified 'management' as being part of a problem. They did not 
see themselves as part of that management team - part of that problem: 
neither did they indicate that they saw themselves as part of the solution. It 
seemed that Project Humber might be analysed as a lost learning opportunity 
and that might help to clarify what had been learned. 
A lost learning opportunity? 
Prior to Project Humber, a local quality initiative 'Towards Utopia' had been 
started to introduce Total Quality thinking into the plant. Twelve months later 
the global project - Project Humber - was introduced, 'Towards Utopia' was 
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stopped and the refinery manager was replaced. The learning from the local 
initiative had not been evaluated before this new corporate project started. 
The investment in the programme - time, energy and enthusiasm as well as 
money - had been lost, and no productive learning from it had been made 
explicit. Unfortunately, a good deal of negative learning HAD been gained 
from the changeover and this affected attitudes that in turn were driving some 
people's behaviour. This clash of initiatives - each having much to offer - 
made visible a power battle between local and corporate management. It 
seemed that Humber employees were just casualties of that battle: 'collateral 
damage' in the language of the Gulf War reportage. 
Interviewees gave examples of allegedly effective systems, discarded under 
Project Humber, only to be brought back later. An example was the Condition 
Monitoring Group which: 
... had been running for 10-15 years. Project Humber failed to 
recognise the effectiveness of that group and dispersed the 
expertise... The people who are now involved had to start all 
over again. 
Such incidents undermined confidence in Project Humber and the refinery 
leadership. 
Talking the talk or walking the talk? 
In the meetings attended, there was ample evidence of what Watson (1994) 
calls'two competing discourses' in management thinking. 
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One speaks of control, jobs, costs and men. The other is of 
empowerment, skills, growth and equal opportunities. 87 
The first was recognisably old-style Taylorism88 - McGregor's89 Theory X 
managers. The second was closer to concepts of modern management 
practice - McGregor's Theory Y. In reality, few, if any, organizations were 
purely one or the other. The difficulty was that the Refinery Leadership Team 
was perceived as saying one thing and doing another. Argyris90 describes 
this as espoused theory differing from theory in action. Again, there is nothing 
unique in this phenomenon; it occurs in many organizations; indeed in many 
people. The difficulty with this being such a widespread perception at the 
Refinery was that, being a time of change, feelings were unsettled. There 
was a need to have some trust in the leadership team. The perception that 
they were not'walking the talk' resulted in wariness, even in the responses of 
the hand picked employees selected to take part in the interviews. 
Our socialisation - including our working lives - gives us values. These values 
determine our attitudes, which, in turn, drive behaviour. Some examples of 
behaviour witnessed in meetings, indicated attitudes and values that were 
contrary to the Guiding Principles, which ... form the path by which we achieve 
the (Humber) Vision. Examples included: 
87 Watson, Tony J. (1994). In Search of Management: Culture, Chaos and Control in 
Managerial Work. London: Routledge 
88 Taylor, Frederick W. (1947) Scientific Management, New York: Harper and Row 
89 McGregor, Douglas (1960) The Human Side of the Enterprise, New York: McGraw-Hill 
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valuing all people: a comment about security 
guards, ... we only pay 
them peanuts; they have to 
work long hours to make a living... 
attitudes towards customers. A lack of consistency 
in product quality impacted differently on two 
customers using the product for essentially the 
same purpose. One suffered major impact, the 
other little. The suggestion was that the problem 
belonged to the customer, rather that the refinery. It 
was for the customer to fix their process, rather than 
a quality control issue for the supplier. 
There had been some incidents of on-site substance 
abuse. At a subsequent Health and Safety meeting, 
updating was provided, with humorous asides, 
conveying a non-serious approach to such issues. 
At a meeting of one division, the comment that 
".. calciner dust concentrations have been revised in 
our favour... " suggested that environmental policy 
was one thing; practice depended on what the plant 
could get away with. 
Another aspect of practice illustrated how widespread the dual thinking was. 
Despite the emphasis on bottom line profitability, the refinery had a policy of 
no forced redundancy. This was a leftover from the old values of paternalism, 
but was incongruent with the new espoused values of cost control. 
90 Argyris, Chris (1990) Overcoming Organizational Defenses, New York: Prentice-Hall 
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Whichever one was considered appropriate was a matter for the Directors - 
but to have both created confusion as to what priority was really being 
promoted. 
It is important to emphasise that blame was inappropriate in this context. 
What was needed was an increased sensitivity and awareness. These points 
were raised with the relevant person at the end of the meeting to which they 
related. The intention was to give feedback on how such comments might be 
interpreted by others and to show how public behaviour (including words) was 
inconsistent with Company policy. They are repeated here to demonstrate 
how crucial it was for words and deeds to match the espoused leadership 
values - and how easy it was to be seen as not walking the talk. 
Each of these incidents could be ascribed to individuals who made a simple 
error and be dismissed as trivial. However, such incidents could also be seen 
as the tip of an iceberg. The hidden depths of the iceberg form the culture on 
which organizational goodwill founders. It is illustrated perfectly in John 
Adair's model (Figure 4) 
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Figure 4- the role of management: John Adair 
TASKISSUES 
PROCESS 
ISSUES 
Adair's model outlined the tasks of management - to achieve the task, to build 
the team and to develop the individual. The task aspect of the work is clearly 
visible for all to see, but the other two aspects are more hidden. However, 
unless these hidden aspects are addressed, then the task is unlikely to be 
achieved. These constitute the process issues and are a key aspect of 
accomplishing the task. They concern the feelings, assumptions and 
inferences that individuals bring to the task. 
Like an iceberg, the process issues represent a hidden danger. This is the 
source of organizational culture, and can be a positive or destructive force. If 
the task is to be accomplished, a shared version of what is required needs to 
be constructed. The feelings, assumptions and inferences that individuals 
bring to the task are some the issues lurking beneath the surface, and need to 
be addressed if the task is to be achieved successfully. 
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There were indications that not all the learning had a positive organizational 
impact. There were some clear messages about how management style had 
generated negative results for individuals and for the refinery itself. Incidents 
such as the careless way of informing of an individual that he hadn't got the 
job applied for and the enforced move accompanied by the destruction of files 
demonstrated a lack of care and concern for staff, added to the stress of the 
change programme and left scars long afterwards. 
Pride and trust in self, colleagues and management was damaged, perhaps 
even destroyed. This may explain why many people did not identify with 
'management' and why the day and shift staff were still at Stages 1 and 2 on 
the transition curve, while management were further along it. 
The surprise of the leadership team as to the location on the transition curve 
suggested that there was little understanding of the results of their own 
surveys. That raised issues about the extent to which the survey data had 
been translated into knowledge useful for driving their approach to future 
change. 
However, such surprise was also an indication of a deeper lack of 
understanding. It was an illustration of Schein's view that organizational 
culture can be depicted in three layers: 'artefacts', values and underlying 
192 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
assumptions91. The artefacts are the 'visible rites and rituals' of day-to-day 
organizational life. These were based on the second, deeper layer of'values', 
which inform judgements on what aspects of artefacts are good or bad: which 
were to be considered as being of value. The final, deepest layer was usually 
unspoken and unseen: the'underlying assumptions'. 
These are the views that most companies havenT attempted to 
examine, mostly because they're so ingrained and so much a 
part of everyday organizational life as to defy objective 
analysis. 92 
Schein pointed out that, although the artefacts were visible, they could be 
misinterpreted without an understanding of the organization's underlying 
assumptions. Artefacts such as the dress code, or how people address each 
other, would be interpreted by observers through their own particular filter of 
underlying assumptions. In addition, artefacts are capable of multiple 
interpretations: for example, an informal dress code may signify egalitarian 
relationships within a flat hierarchy, or a desire to promote creativity of 
working. Artefacts needed to be interpreted by reference to the explicit 
values, such as those expressed in the mission statement, or policy 
documents. 
91 Schein, E. H., (1992) Organizational Culture and Leadership (2"' edition), San Francisco: 
Jossey-Bass. 
92 Schein, E. H. (1990). Proclamations Won't Change Underlying Obstacles to Quality, ' Total 
Quality, Lakewood Publications, Minneapolis, Minn., April 1990 
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However, it was the behaviour of executives that demonstrated most clearly 
the underlying assumptions at work in the organization. Behaviour included 
what was said in less formal settings, or in safe havens, that is, where the 
audience can be counted on to share the underlying assumptions. 
Correspondingly, workforce behaviour demonstrated underlying assumptions 
in response to the gap between the words and actions of the executive team. 
Difficult though it is to surface these assumptions, failure to do so is costly, as 
Clemmer pointed out: 
All too often executives talk quality while rewarding volume; talk 
service while personally avoiding customer contact; talk 
teamwork while behaving like Lone Rangers... The deeper 
reasons for these visible discrepancies are to be found in a 
series of dysfunctional - and deadly - assumptions. 
93 (p. 58) 
Learning had clearly taken place as a result of Project Humber and its 
aftermath, but the nature of the learning was, in some cases, distinctly harmful 
to the organization. The surprise of the Humber Refinery Leadership Team 
reflected their inability to understand or accept the results of their own 
surveys, and the findings that I presented to them. They listened politely, but 
did not engage with me in discussing the issues raised, or other alternative 
interpretations. 
93 Clemmer, Jim, with Sheehy, Barry, & Achieve International/Zenger-Miller Associates. 
(1991) Firing on All Cylinders: The Quality Management System for High-Powered Corporate 
Performance. (First published 1991, Revised Edition published 1993) London: Judy Piatkus 
Publishers 
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Since I had no background in the oil business, it was easy to dismiss my 
interpretation as flawed. I had put a lot of time, thought and effort into this 
study, and knew that I would not be bringing welcome messages. But I had 
expected a greater level of interest in the findings, particularly since they were 
supported by the refinery's own survey data. Despite being hurt by the 
response, I was somewhat reassured to learn that this was not a rare 
phenomenon. Chris Argyris of MIT suggested that it was the result of the high 
level of skills to be found at this level. He called this 'skilled incompetence' 
and described it as executives who: 
... don? say what they really mean or test the assumptions they 
really hold, their skills inhibit a resolution of the important 
intellectual issues.. . the meetings end with only lists and no decisions... People's tendency to avoid conflict, to duck tough 
issues, becomes institutionalized and leads to a culture that can't 
tolerate straight talk. 94 
Argyris and Schon (1996) argue that it is difficult to recognise when we hold 
contradictory beliefs because we design structures to ensure that such 
blindness is maintained. Dixon used an example of a 'joke' to show how this 
worked. The 'joke' was used to give negative information. 
94 Argyris, Chris (1986) Harvard Business Review, September-October 1986 
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The recipient of the joke' is required by norms of politeness to 
laugh - an implied acknowledgement of the truth of the negative 
inference of the joke. If the recipient were to take the joke' 
seriously by trying to correct the misperception he or she would 
be considered a poor sport: after all 'it was only a joke' The 
recipient is placed in a position in which the inaccuracy cannot 
be corrected without the individual appearing to be a poor sport. 
I, as the joke teller, have effectively designed a process in which 
it is unlikely that I will receive information that corrects the 
negative perception that I have. And even this process, the 
process that keeps me blind to my own error, is tacit. 95 (p. 35) 
On the rare occasions when recognition of such 'blindness' occurs, we are 
faced with cognitive dissonance - an uncomfortable feeling that pushes us into 
resolving the issue. However, in cases such as the Humber Refinery, where 
many people were involved, the discrepancies became visible, but it was 
quickly realised that it would be unacceptable for this contradiction to be 
challenged. Instead, it was discussed elsewhere - it went underground - and 
an alternative reality was constructed to explain the actions. Management 
was not confronted with the inconsistencies, but neither were the underlying 
assumptions of the workforce challenged. Each maintained a veil of silence, 
ensuring that the mutual deception was not brought to light. 
Bolman and Deal suggested that the most important aspect of any event was 
not what happened, but what it meant. Events could have many different 
meanings and members of an organization would construct their own 
meanings. While this construction remained with the individual, it remained 
private. When the construction of meaning was shared, it became part of 
95 Dixon, Nancy M. (1999) The Organizational Learning Cycle (2nd edition). Aldershot: Gower 
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organizational learning. Such organizational learning may be collective, that 
is, shared by the whole organization. In the case of the Humber Refinery, 
much of the sharing took place in small groups in safe havens. This learning 
was corrosive of the attempts to establish the TO-BE culture, since it 
highlighted the discrepancies, found no avenue to challenge them, and moved 
from disorientation back to equilibrium by blaming management for the 
perceived mess. Although largely hidden, the evidence of difficulties was 
dear. Such difficulties were having an effect on performance at work, and 
probably on productivity and profitability. Frederick Reichfield's research 
suggested that the Loyalty Effect - the effect of disloyalty from employees, 
investors and customers - could cost up to 50% in performance and 
productivity96. Such figures could not be demonstrated by reference to the 
balance sheet, but if accurate, should surely feature more prominently in 
leadership training and practice than was evident at the Humber Refinery. 
The disappointing findings within such a large and prestigious company were 
then compared and contrasted with those in a public sector service 
organization. 
96 Cited in Handy, Charles. (1997) The Hungry Spirit: beyond capitalism: a quest for purpose 
in the modern world. London. Hutchinson 
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2 Merseyside Police 
The second case study was Merseyside Police - one of the leading police 
forces in its use of the Excellence Model. The research sought to establish 
the individual and organizational learning that had taken place as a result of 
implementing the Excellence Model. Aims, objectives, methodology, 
assessment and evaluation were used to structure the research. Some of 
these were found in documents but others needed to be accessed through 
individuals' conceptual frameworks. 
Aims and obiectives 
The published aim of introducing the Excellence Model into Merseyside Police 
was: 
... to introduce a strong emphasis on quality by linking plans to 
continuous improvement against the quality standards of the 
European Foundation for Quality Management. 97 
An interview with a senior officer clarified that the Excellence Model 
represented a benchmark against which the force would self-assess to 
identify areas for improvement. There were two aspects to 'areas for 
improvement': one was collecting the data; the second was the improvements 
generated as a result of the data collected. Setting up data collection would 
97 Merseyside Police 
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improve scores against the model, but the real objective for introducing the 
Excellence Model is improvement action. 
Strategic decision-makers need knowledge to enable sound decision-making. 
There is a difference between information and knowledge. Knowledge is 
based on information, which in turn is based on data. Data alone is 
insufficient, no matter how much there is and no matter how well it is 
presented. As Deming expressed it: 
... information, no matter how complete and speedy is not knowledge. Knowledge has temporal spread. Knowledge 
comes from theory. Without theory there is no way to use the 
information that comes to us on the instant... A dictionary 
contains information, but not knowledge. ... 1 use a dictionary frequently when at my desk, but the dictionary will not prepare a 
paragraph, nor criticise it. 98 (pp. 101) 
98 Deming, W. Edwards (1995) The New Economics for Industry, Government, Education, 2nd 
Edition. Cambridge, MA; MIT. Center for Advanced Engineering Study 
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This is illustrated in the hierarchy of knowledge (source unknown - first seen 
in Amin Rajan's presentation at the Institute of Management 1999 Annual 
Conference) (Fig 5). 
Figure 5- The hierarchy of knowledge 
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The Merseyside Self Assessment Feedback Document set out the results of 
the assessment process. The document presented data on performance and 
related that to the Excellence Model. Data was presented at operational 
levels, for example, the number of burglaries and their clear-up rates. These 
were analysed by geographical area for comparison. The targets that were 
set for these indicators had been reached usually in negotiation with the 
Home Office for the force as a whole, with some autonomy as to how the 
targets were set locally. 
The Feedback Document ran to over 40 pages of charts, tables and text. It 
presented data for each indicator against the target, for each geographical 
area. The sheer volume of data made it difficult to absorb the overarching 
message at a strategic level. A higher level of aggregation could have 
transformed this data into information, then knowledge. For example, the 
Merseyside Policing Plan had five nationally set key service areas - crime 
management, community policing management, call management, traffic 
management and pubic order management/public reassurance. Using these 
headings then giving a brief text description of what had been achieved and 
what had been missed would enable managers to ask why things had turned 
out this way. It would be a sound base for action planning at strategic level, 
with sufficient operational level data to point the way for actions to be taken. It 
might also indicate other issues: e. g. would it be better for officers who 
worked in improvement teams to be grouped under each heading, or maintain 
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the distinction between uniform, CID, traffic squads i. e. traditional vertical 
versus activity-based analysis? In the absence of such aggregation, attention 
remained focussed at the level of data. Systematic analysis of the data would 
have given decision-makers useful information with which to drive strategic 
improvement activities. 
In addition to the publicly stated aim of the project, a number of people 
involved had personal aims - aspirations or hopes for the organization. One 
saw opportunities to use the model to bring about cultural change. Another 
suggested that the process could be used to target improvements in a phased 
way -a message consistent with the Best Value approach of tackling the 
least successful areas first as part of a five-year strategy. This was supported 
by another respondent who felt that the Excellence Model was sometimes 
being used inappropriately merely to raise scores. The respondent felt that 
the prioritisation of quality improvement activities was more important that 
seeking to address data collection issues just to raise the score. As an 
example, one area did not undertake a customer survey, since it chose to 
focus on more immediate concerns. As a result, its score was lower than 
some other areas. This was the aspect of data collection versus improvement 
actions based on that data. Both were needed, but the data was used to 
determine appropriate action and establish its priority. When presented to the 
sponsor, he did not accept such conflict since the use of the EFQM model 
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was seen as a benchmarking exercise and was all about raising the score, 
regardless of how this was achieved. 
This example illustrates the difference between nominal quality and real 
quality. Weeks (2000)99 contrasted nominal quality with'real' quality, using the 
contrast between a standard supermarket apple and an organic one to 
illustrate the point. The quality of the supermarket apple was judged on 
appearance, standard size and weight. The objective for farmers, distributors 
and supermarkets was to maximise sales and/or profits, so varieties that are 
easy to grow and resistant to infection and infestation are preferred. Apples 
grown in this way are chemically treated to ensure that they remain blemish 
free until they reach the consumer. 
By comparison, taste and fitness for purpose are included in the criteria for 
judging the quality of organic apples. Choice of variety is valued, even if 
some apples are blemished, oddly shaped and variable in size and weight. 
Non-chemical methods are used to keep the crop free from pests and 
infections. Despite these obvious drawbacks, organic food attracts a 
premium, suggesting that it satisfies a need unmet by the standard apple. 
This was classified by Weeks as'emotional value'. 
99 Weeks, Alan (2000) Ensuring Quality is 'real': London: 'The Standards Conference 2000: 
Using standards and models strategically to improve public services' 10/11 April 2000 
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Weeks went further and argued that sustainability also included sustainable 
relationships between producers and consumers, since one could not exist 
without the other. In this 'dynamic relationship' each was kept informed of 
relevant issues that enabled 'mutual adjustment to change. ' He concluded 
that `real' quality is resilient to change. 
If the Excellence Model could be used to enhance 'emotional quality' in the 
organization, this would incorporate mutual adjustment to change between 
staff and leadership. Some interviewees expressed a wish for this, "It gives 
qualitative feedback instead of facts and figures. " while others were content 
with raising scores. An over-emphasis on increasing scores could lead to a 
perception of the Command Team talking, but not walking, the talk. For 
example, using resources to design, administer and analyse a customer 
survey to raise the score, while car theft was left unaddressed, would 
demonstrate a wish to raise scores - nominal quality - at the expense of 'real' 
quality - reducing the numbers of stolen cars. This simple, yet crucial, issue 
was not accepted, or seen as important, by the sponsor at Merseyside Police. 
The next step was to clarify the objectives for introducing the Excellence 
Model into Merseyside Police. Objectives should be SMART: Specific, 
Measurable, Achievable, Realistic and Time bound (i. e. with a deadline). By 
clarifying objectives it should be possible to check the extent to which these 
had been met. The formal documents that were made available contained 
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little that could be described as objectives, with the possible exception of the 
implication that scores would be increased year on year. Additionally, the 
Home Secretary set targets for forces, and it could be argued that the 
Excellence Model should assist the force in attaining these - but the nature, 
direction and magnitude of this causation was not clear. 
Interviewees however expressed hopes that could be viewed as objectives for 
the introduction of EFQM. All responses in this category were couched in 
terms of identifying, measuring and improving organizational performance, 
and showed a high degree of correspondence with the guidelines set out by 
Deming and Juran (Table 28). Given that respondents represented an 
orthogonal slice through the organization, this suggested that quality thinking 
was widespread, and focussed on real quality improvement actions, rather 
than nominal. The objectives all carried an action focus, and were not 
concerned with more strategic issues, such as creating constancy of purpose 
or adopting the new philosophy. 
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Table 25 - Matching aspirations against Deming and Juran's writings 
Greater openness in 
communications within 
the force 
Break down barriers between 
departments and staff areas 
Report progress? 
With greater openness, 
the ability to admit areas 
for development 
More involvement and 
more opportunity to 
contribute ideas 
Reduction in isolation 
leading to more external 
benchmarking and visits 
Identification of targets 
for improvement, with 
support to achieve them 
Better relationships with 
other managers and 
greater appreciation of 
others' work 
Drive out fear 
Transformation is everyone's job 
Self-improvement? 
Encourage pride of 
workmanship? 
Break down barriers between 
departments and staff areas 
Build awareness of 
the need and 
opportunity for 
improvement 
Problem solving 
projects 
Recognise people 
who produce quality 
work? 
Set goals for it 
(improvement) 
Keep everyone 
informed about the 
results 
There was evidence that the identified objectives were being achieved in 
some areas at least. In 1998, following a process described as 'rigorous', the 
self-assessment report painted a picture where many scores had fallen and 
plan goals were still distant. The publication of the strengths and areas for 
development in that report demonstrated a degree of openness and a 
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willingness to identify areas for improvement. The fact that many of the 
difficulties had been remedied signified that improvements had taken place. 
Support in meeting targets appeared to have been given, and the strategic 
planning meetings were well attended by a range of people in the organization 
and a good deal of animated interaction took place. Discussion of each 
other's roles occurred and an improved understanding of issues faced by 
other people emerged. Benchmarking visits did not, at that time, take place, 
although they have done so since, as suggested in my presentation to the 
sponsor. MIT researchers identified the impact of such visits: 
We found again and again that middle management and rank- 
and-file workers... begin to change only when they see a 
concrete example nearby. The ability for outsiders to see the 
system in action, understand its logic, and verify its performance 
is critical to Western acceptance. 100 (p. 168) 
Such a visit corresponds to the concrete experience stage of Kolb's 
Experiential Learning Cycle (Fig 6) and as such it could be valuable. 
There is a long history of writers who explored the relationship between 
experience and learning. John Dewey (1938), Kurt Lewin (1940s) and Jean 
Piaget (1968) are often cited as seminal thinkers. They inspired later theorists 
such as Reg Revans (1980) (1987), Paolo Friere (1970), Chris Argyris and 
Donald Schon (1978), (1996) and Malcolm Knowles (1980). David Kolb 
(1984) is in this tradition, and his model of experiential learning is useful here. 
100 Womack, James; Jones, Daniel; Roos, Daniel as reported in Alex Taylor III New Lessons 
from Japan's Carmakers, Fortune, October 22 1990 
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He proposed a cycle through which an individual needed to progress if s/he is 
to learn. The cycle had four stages that must be followed, in sequence 
although the cycle of learning could begin at any stage. 
Figure 6- Kolb's Experiential Learning Cycle 
Concrete Experience 
Active Experimentation Reflective Observation 
I Abstract Conceptualization 
A visit to another company to act as ambassador and learner might also make 
the individual selected feel important - valued - and might be a useful reward 
for demonstrating behaviour that the organization wishes to support. The visit 
- the concrete experience - combined with enthusiasm might lead to 
discussing the visit with others. That could easily lead to reflection, abstract 
conceptualisation and active experimentation. In short, with a little thought, 
such a visit could be a kick start for individual learning that would lead to 
organizational learning - the changing of a system, procedure or practice as 
an attempt to improve the quality of the work carried out. Even if the new 
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approach proved less useful than originally hoped, some learning would still 
have taken place. It may consist of 'the way we do things here is better than 
the way they do things there. ' That in itself would help to engender self- 
confidence and pride. Since the public sector has limited scope for financial 
rewards for staff, a visit of this kind could be a useful part of the reward and 
recognition strategy. To encourage such learning engages individual 
enthusiasm and promotes an environment allowing the sharing of ideas and 
encouraging experiment. Shoshanna Zuboff argued that: 
Learning is no longer a separate activity that occurs either before 
one enters the workplace or in remote classroom settings. Nor is 
it an activity preserved for a managerial group. The behaviors 
(sic) that define being productive are one and the same. 
Learning is not something that requires time out from being 
engaged in productive activity; learning is the heart of productive 
activity. To put it simply, learning is the new form of labour. 101 
(p. 365) 
Methodology 
The methodology used to implement the Excellence Model in Merseyside 
Police can be analysed against a template for the promotion of organizational 
learning. Part of the test of whether such learning took place would be the 
organizational response to feedback of results. The response of St Helens 
Area Command Team to the difficult feedback they experienced as part of the 
self-assessment process was worthy of closer examination. After the initial 
pain, the feedback was accepted, an analysis of causes took place and a plan 
of action was devised and implemented. In order for this to occur, several 
101 Zuboff, S. (1988) In the Age of the Smart Machine. New York: Basic Books 
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conditions needed to be in place, as identified by respondents and as 
consistent with the findings of Deming and Juran (as shown in Table 25). 
. Greater openness. 
With greater openness, the ability to admit areas for 
development. 
. More involvement and more opportunity to contribute ideas. 
Reduction in isolation, leading to external benchmarking and 
visits. 
" Identification of targets for improvement, with support to achieve 
them. 
Better relationships with other managers and greater 
appreciation of others' work. 
Meeting these conditions would establish an environment more conducive to 
organizational learning. Nancy Dixon devised an organizational learning cycle 
that complemented Kolbs experiential learning cycle. This had four steps: 
1 Widespread generation of information. 
2 Integration of new/local information into the organizational context. 
3 Collective interpretation of information. 
4 Having authority to take responsible action based on the interpreted 
meaning. (emphases added) 
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When the cycle was applied to Merseyside Police, there was a high degree of 
correspondence. 
1 Data and information was generated from many different areas of the 
organization. 
2 This new information was examined (integrated into) the local and 
organizational context. 
3 The assessors' meetings, feedback to Area Commanders, and 
publication of the developmental areas of each area ensured the information 
was discussed and interpreted collectively. This was also enhanced by the 
EFQM planning reviews reaching collective understanding at a more strategic 
level. 
4 Area Commanders were expected (authorised) to take action to 
improve things based on the collective interpretation of the information. 
The correlation with Dixon's model suggests that the methodology used by 
Merseyside Police could support organizational learning. The next step was 
to assess the learning that had taken place and evaluate its usefulness. 
Assessment and evaluation 
All interviewees were asked to comment on the results of the EFQM, and to 
provide evidence of their judgements. Those who had been involved with the 
implementation of EFQM identified changes relating to issues of staff, culture, 
structure and strategy, backed up by evidential statements. For respondents 
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who had no direct involvement in the implementation of EFQM, most answers 
suggested that few changes had impacted on them. That is not necessarily a 
bad thing - it may suggest that running the business is doing fine by allowing 
people to get on with their normal work of doing the business. 
To determine whether any organizational learning took place, and whether it 
was positive or negative, the data collected needed to be set within a 
framework. The framework would include a definition of organizational 
learning, and some criteria for measuring it. 
Definitions of learning varied, but most included an element of changed 
behaviour resulting from the learning. This changed behaviour might help to 
change attitudes and ultimately culture. The connection between attitude and 
behaviour was widely recognised: 
It is because attitude has the power to affect behavior that 
people are tempted to focus on it in the first place.. . if managers want to change behavior, there is good news - it can and should 
be done, starting with behavior. ... there is a good two-way street between attitude and behavior, and behavior has the power to 
change attitude. 102(pp. 14,15) 
Dixon suggested that to ensure learning moved from the individual into the 
organization, some thought was needed to devise structures and systems to 
encourage this. She posited that each organization had three areas of 
102 Krause, Thomas R; Hindley, John; and Hodgson, Stanley J. (1990) The Behavior-Based 
Safety Process: Managing Involvement for an Injury-Free Culture. New York: Van Nostrand 
Rheinhold 
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'meaning structures' - places where meaning was constructed from events. 
The area of 'private meaning structures' was where an individual kept her/his 
interpretation private. Some things were kept private for legitimate reasons, 
such as confidentiality or because they concern personal issues only. 
However: 
There may also be political or logistical reasons for holding 
meaning private, for example: 
An individual may see a competitive advantage to her or himself 
by keeping the meaning quiet. 
An individual may have tried in the past to convey information 
and concluded that others are not interested in hisiher ideas. 
There may be no easily accessible channel through which the 
meaning can be conveyed. 103 (p. 45) 
In order for organizational learning to take place, these meanings needed to 
be accessible for discussion. Dixon talked of 'hallways' where individual 
learning could be transformed into organizational learning, and cited some 
examples: Team Syntegrity (Beer, 1994), Strategic Search conferences 
(Weisbord, 1992) and Real Time Strategic Change (Jacobs, 1994). The 
action learning groups described by Reg Revans (1983) were an early 
example of promoting such organizational learning. During his time with 
Rutherford at the Cavendish Laboratory, this way of working had enabled the 
rapid development of the atomic bomb. Dixon outlined the usefulness of 
hallways: 
103 Dixon, Nancy, M. (1994) Ibid. 
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Hallways are places where ideas get tested against the thinking 
of others. As long as meaning is held privately it is protected 
from the discovery that it may be wrong or limited in perspective. 
... Hallways are places where collective meaning 
is made - in 
other words, meaning is not just exchanged; it is constructed in 
the dialogue between organizational members. It is this joint 
construction of meaning that is organizational learning. (p. 47) 
Finally Dixon spoke of the 'storeroom' where meanings that have been 
discussed and accepted are stored - the collective meaning of the 
organization. The storage of collective meaning contributed to the history of 
the organization - it became: 
... the glue that holds organizational members together and 
allows them to act in concert with each other. It provides a 
sense of belonging and community. (p. 49) 
Such collective meaning may have a negative impact on behaviour, as in the 
case of the Humber Refinery. Some of the 'hallways' there - the safe havens 
- were part of the 'shadow' organizational structure and when like-minded 
individuals gathered, the construction of meaning took place. That became 
collective meaning for that group and went into the 'storeroom'. That 
collective meaning for the group remained unseen, unchallenged and 
unchanged. It affected attitudes and behaviour towards events and people in 
the plant. Such collective learning had clearly inhibited positive learning at the 
Humber Refinery. What learning, if any, had taken place within Merseyside 
Police? 
The organizational aim was set out in the Strategic Planning Handbook (page 
31) as a commitment to: 
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... introducing a strong emphasis on quality 
into the planning 
process by linking plans to continuous improvement against the 
quality standards of the European Foundation for Quality 
Management. 
In addition to this overarching aim, respondents had ideas about the change 
process, and what it might achieve. Most of these related to identifying and 
acting on cultural issues, seeing these as more difficult than performance or 
structure. 
Performance is easy to measure; structural changes are easy to 
do; but cultural difficulties are hard to define, hard to measure 
and hard to get information on. Business Excellence Model 
helps us to get a handle on this. It feeds back clearly and 
specifically what you need to do in the areas for development. 
Others saw the benefits of the inherent benchmarking of their practices 
against those in the model, in that a clear pathway to improvement would be 
identified. 
Knowing the strengths and areas for development gives a clear 
picture of the organization, and what needs to be accomplished. 
There is a structured interpretation against the model. 
One respondent was very clear about the possible confusion of raised scores 
with real quality improvement. The need for leaders was to prioritise action, 
so that effective changes could be made, recognised and disseminated. 
The purpose of using the Business Excellence Model is 
NOT to improve the scores, but so that Merseyside Police can 
pursue continuous development. We should only progress those 
areas that we can reasonably progress, and not try to address all 
the areas for improvement. (emphasis added) 
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Even respondents who had not been closely involved with the initiative gave 
positive and accurate summaries of what it was intended to achieve. 
It's a tool to assess whether the organization is working OK - 
should highlight if there are any problems. 
It gives feedback to management on how things are being run - 
operational duties, problems, etc. 
It gives qualitative feedback as opposed to facts and figures. 
The widespread ideas for how the EFQM Excellence Model could be used to 
improve quality in Merseyside Police made it more likely that it would become 
embedded into organizational practices. 
I wanted to integrate the EFQM Excellence Model into the heart 
of the strategic planning process. I didn't want it to stand alone, 
with no life of its own and die the moment the person 
championing it moves on. 
As for achievements, respondents identified a number of these, both personal 
and organizational. Most of the personal aspects revolved around personal 
and career development. Interestingly, none of the organizational responses 
were of the It reduced car crime in my area by x%. kind. The separation 
between running and doing the business seemed strong. In any case, it 
would be very difficult indeed to demonstrate the direct causation of a quality 
management system on a particular aspect of service delivery. 
What did emerge as perceived achievements were the levels of staff 
involvement in and management commitment to improving practices that 
supported front-line policing. As the improvements were identified, measured 
and disseminated, levels of motivation rose, with staff from other areas asking 
to be involved. Initial scepticism from Area Commanders had changed to a 
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realisation that action plans needed to be managed if improved results were 
to be achieved. Improved results could then be used to demonstrate 
achievement within the appraisal system. There was no intention to 'name 
and shame', but Area Commanders seemed to feel the pressure of having 
next year's targets (areas for improvement) published if they were the same 
as the previous year. 
Respondents identified improved communications and a sense that the 
planning process was becoming more focussed, with resources being 
allocated more clearly to priorities. Naturally, in any service that needs to 
react to events that cannot be planned, there was an acceptance that 
flexibility was still important, but every respondent, with one exception, 
reported the experience as positive. That single respondent's experience was 
that the dissemination of good practice hadn't taken place. On further 
investigation, that was confirmed, but an impending re-organization in that 
department was given as the reason. 
There was evidence of collective meaning within Merseyside Police in relation 
to the implementation of the Excellence Model. This collective meaning was 
on the way to becoming part of the underlying assumptions of the 
organization - "the way we do things" in Merseyside Police. The respondents' 
views as to whether it had been worthwhile was immensely positive, although 
some concerns were expressed. 
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It's taken a lot of time - what's the return on investment? 
It needs a cost-benefit analysis and/or cost-effectiveness 
measure. On the other hand it does look at the cultural aspects 
of the organization and put us into direct conversation with staff. 
There's been no cost-benefit analysis, but yes - it's been a bold 
step. Had we not done this, or something similar, we would now 
have no structured approach to quality. 
It was beyond the scope of this study to conduct a cost-benefit analysis, to 
measure the return on investment or examine the cost-effectiveness of the 
programme, valuable though these steps would be. What this study set out to 
establish was whether any learning had taken place within the organization, 
and whether that learning was positive or negative. In this respect, the study 
demonstrates unequivocally that a good deal of learning had occurred. All of 
it appeared to be positive, even the ideas that more quantitative measures are 
needed. The contrast with the Humber Refinery was marked. The 
introduction of the Excellence Model into Merseyside Police had affected the 
organization in a holistic way, generating beneficial learning. The introduction 
of Project Humber into the Humber Refinery had affected the whole 
organization, but in a more damaging way. The negative learning there was 
corroding the opportunities for success from within and remained unseen and 
unheeded. 
Key themes from the research 
This research sought to establish the core issues involved in generating and 
maintaining quality in organizations. It has explored some of the links 
between training (as the key strategy to manage change), and learning at 
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individual and organizational level that could support (or inhibit) change. The 
following themes have emerged from the research: 
1 The concepts that underpin judgements about quality are no more 
shared in a small unit dealing with a single service, than they are in a large 
organization with a diverse product range. These concepts were not made 
explicit: they remained tacit and led to divergence as to what constituted 
quality. That led to conflicting behaviours within the organization. In the 
absence of discussion to reach consensus on a definition, then quality cannot 
be measured satisfactorily. 
2 There are links between the processes of change and of learning at 
both personal and organizational levels. 
3 The style used by leaders and managers in the change process heavily 
influences the nature of learning, and hence the success of the change. 
Information on individual responses to the change process might help leaders 
to focus change activity more effectively, and consider style as a key 
influence. 
4 Organizations seeking to promote quality in their products and services 
cannot do so by systems alone. There was evidence of the workplace being 
used to achieve self-actualisation - at least for some people. This is the 
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underlying message of texts on 'good management practice'. Management 
style is a key factor in enabling self-actualisation. Quality improvement was a 
matter of engaging hearts and minds, rather than just setting up systems. 
The systems are needed to support 'hearts and minds quality' but cannot 
replace it. Responsibility for engaging hearts and minds is the key function of 
leadership. 
5 Organizational learning is not just (or even mainly) about training. The 
process of change generates learning, and the process of learning generates 
change. Whether such change is benevolent or harmful is not addressed in 
standard evaluation measures. A broad range of evaluation instruments, 
incorporating both hard and soft measures, is needed to measure the 
effectiveness of the change management process. The key component in 
facilitating learning - whether positive or negative - in these case studies was 
management style. 
6 The literature on learning organizations (and organizational learning) 
was confused and confusing but the literature supported a general theory of 
management that was widely seen as good practice. That links back to the 
issue of management style and its impact at times of change. 
7 Good practice in management style assisted individuals to achieve a 
measure of self-actualisation within the working environment. Understanding 
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the need for achievement at work, and the implications for leadership 
practices were sometimes lacking, so such self-actualisation that occurred 
was a very hit-and-miss affair. There was a great deal of frustration, 
disappointment and unhappiness in individuals who were unable to self- 
actualise within their organizations. Such feelings translate into performance 
in the workplace but the cost of this negativity has not yet been calculated 
with any degree of accuracy. 
In seeking to compare and contrast these themes with work on high 
performing companies, an international research project was used. This was 
carried out by the International Federation of Training and Development 
Organizations and the International Labour Organization with CIPD 
(Chartered Institute of Personnel and Development) support104. A high 
performance-company is defined as one: 
... characterised largely by outputs. It is likely to achieve 
sustained and increasing market share. It delivers greater added 
value, profitability or shareholder value. It innovates, or 
differentiates its service from that of its competitors. Its 
customers return time and again. In short, it is likely to 
outperform others in its sector in one way or another. "' 
That held no great surprises, but did not necessarily or explicitly link with the 
research themes summarised above. However in analysing the approach that 
104 The ILO/IFTDO research was conducted by David Ashton, head of the Centre for Labour 
Market Studies at the University of Leicester; Tony Twigger at the ILO; John Stevens, the 
CIPD's director of development and public policy; and Barry Oxtoby, an independent 
researcher. 
105 Stevens, John. 'What are the Attributes of a High Performance Company? " People 
Management, 30 March 2000, pp. 20-33. 
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contributed to a high-performance company, their case study research 
identified 
... some key factors that, acting together, form the core of a 
successful approach. The key messages to emerge are: 
develop a strong, strategic vision; work with project teams to 
address future differentiation; and underpin your strategy with 
learning. 10° 
This confirmed the importance of integrating learning (positive learning) into 
organizational practices and supported my own thoughts. The later section of 
the article synthesised the seven themes above and began to hint at an eighth 
that was not yet clearly visible. 
All the organizations had a starting point that included 
leadership, vision and benchmarking. They fostered a sense of 
direction and constantly measured progress. They managed 
change based on decentralised, devolved decision-making and 
the development of peoples' capabilities through learning. There 
was particular emphasis on self-management and team 
capabilities. These were supported by performance, operational 
and people management processes aligned to organizational 
objectives of building trust, enthusiasm and commitment to 
the direction taken by the organization. (emphasis added) 
The emphasis on building trust, enthusiasm and commitment makes more 
explicit links between the received wisdom of sound management practice 
and the 'softer aspects found in this thesis. Furthermore the article 
suggested that the themes listed, including these softer aspects, were 
features of high performance organizations - not merely survivors. A pattern 
seemed to be emerging: high performing organizations were those who paid 
attention to these softer aspects. Indeed. The research suggested that 
los Stevens, John Ibid. 
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attention to these softer aspects were a critical aspect of achieving 
high 
performance. 
Motorola was given as a particular example. The development of their 
corporate university was based on the principles that: 
Learning and change go hand in hand 
Innovation is more likely when people participate in the solution 
There needs to be a proper tension between the organizational focus 
and the broader frame of reference beyond it. 
An earlier report demonstrated how organizations were evolving as they 
responded to external forces. Three phases were suggested107: 
I Skill strategies driven by product or service cycles with training related 
to new process developments and specific skills; 
2 Shorter life cycles and more flexibility based on competences and 
multi-skilling; 
3 Integrated learning and working, focussing on entrepreneurial, 
communication and problem-solving skills. 
In concluding that high performance working was strengthened by the 
integration of work and learning - an effective education system supported by 
107 Elliot Stern and Elizabeth Sommerlad: (1999) The IPD Tavistock Report, Workplace 
Learning, Culture and Organizational Performance, Plymbridge Distributors 
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a lifelong learning culture - the authors supported the government moves in 
this direction. 
The wider context - the quest for personal quality 
The case studies illustrated the importance of management style to 
successful learning, and hence to organizational change. But 'style' is an 
elusive concept, cutting across a range of disciplines. In this study, it had 
been linked to literature on quality, learning, psychology and motivation. In 
seeking to sharpen up the perspective on style, other literature captured my 
attention. The first was the notion of Emotional Intelligence, popularised by 
Daniel Goleman in his book of that name. People Management, the journal of 
the CIPD, carried a feature on Emotional Intelligence108. Daniel Goleman was 
speaking at the 1999 Conference, and the item was to inform would-be 
delegates and others about the background to the work. 
Robert Cooper had been working on "a practical application of emotional 
intelligence in leadership and organizations" since 1994. He based his 
approach with corporate leaders and teams on the "four cornerstones of 
emotional intelligence - emotional alchemy, literacy, depth and fitness". The 
scholar credited with formulating the theory of emotional intelligence, John D. 
Meyer of the University of New Hampshire, defined emotional intelligence as 
108 Pickard, Jane (1999) Sense and sensitivity in People Management; 28 October 1999 
(pages 48-56) 
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"the ability to perceive, to integrate, to understand and reflectively manage 
one's own and other people's feelings". There were clear links to my case 
studies and 'management style' in this. The lack of care and concern 
exhibited by the Humber Refinery management towards their staff indicated 
low levels of Emotional Intelligence being applied to the situation of massive 
change. In contrast, the attempts by Merseyside Police leadership to involve 
their staff in the change process, and their responses in interviews suggested 
high levels of EQ being applied. 
The same article examined "the seven dimensions of emotional intelligence" 
through a brief insert by Malcolm Higgs and Vic Dulewicz. They related back 
to a piece of competence-based research undertaken to "explore the validity 
of the emotional intelligence concept". This was published in October 1998 
under the title "Soul Researching". From the results of the research, and 
building on the work of Goleman and others, they had identified seven 
elements. These seven elements were classified under three headings: 
drivers, constrainers and enablers. 
* The drivers - motivation and decisiveness. These two traits 
energise people and drive them towards achieving their goals, 
which are usually set very high. 
* The constrainers - conscientiousness and Integrity, and 
emotional resilience. In contrast, these two traits act as 
controls and curb the excesses of the drivers - especially if they 
are very high and undirected, or misdirected. 
* The enablers - sensitivity, influence and self-awareness. 
These three traits facilitate performance and help the individual 
to succeed. 
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The authors then make links between organizational culture and emotional 
intelligence, a view endorsed by Goleman. 
In our new book'", we suggest that organizations can either 
promote or 'punish' the exhibition of emotional intelligence, and 
that there is an organizational equivalent of individual emotional 
intelligence. We are committed to exploring this idea. 
The exploration of such links would be a useful extension of this study, and 
might throw further light on the impact of managerial style on the success of 
organizational change programmes. 
Reliability of the findings 
This thesis has looked only at two case studies. Although they differed in 
many respects, nevertheless it is a feature of case studies that they describe 
a limited area, and the generalisability of any findings must be in doubt. 
Despite this limitation, there is evidence from other work to suggest that the 
findings are generalisable, and could represent a significant step forward in 
management practice. Because the ideas are so important in terms of 
generalising the findings from this thesis, they are given in some detail. 
The Oxford historian Theodore Zeldin was interviewed for People 
Management in 1999.110 He spoke of his new interviewing technique - 'the 
109 Higgs, Malcolm and Dulewicz, Vic: (1999) Making Sense of Emotional Intelligence. ASE 
110 Rebecca Johnson (1999) Home Truths People Management; 28 October 1999, pages 64- 
67 
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human audit'"' and how it might help employees to achieve "the new ideal of 
what a human being can be". He sought to reach Human Resource 
professionals who, he believed, had a key role in helping organizations to 
understand that this was not just about personal fulfilment (self-actualisation), 
"but a matter of reshaping organizations and professions". 
Industry needs to rethink the whole idea of employment. I am 
frying to discover how work could be reconceived to satisfy the 
new goals that people are setting themselves, instead of treating 
us as clay to be moulded to suit industrial purposes. Work 
needs to be seen not only as a way of creating wealth, but 
as a worthwhile style of life -a path to a fuller existence, to 
the discovery of unsuspected talents and to a wider variety 
of human contacts. (emphasis added) 
The article explained that the three-year project led Zeldin to conclude that 
something crucial was missing from the current view of work and 
organizations. He used statistics from Professor Duncan Gallie"s to support 
the argument: that the values of the organization were considered 'very 
similar' to their own by only 8% of employees in the UK; that only 14% were 
very proud of their organization and only 30% felt a strong loyalty to it. Zeldin 
saw work as a relationship and: 
all satisfactory relationships are reciprocal and equal, and that 
idea needs to be incorporated into work. 
Two real-life examples were given: one relating to customer service in a hotel 
and transforming it from "pandering to the whims of customers" to the idea of 
reciprocal service. 
111 Zeldin, Theodore (1994) An Intimate History of Humanity, London, Sinclair-Stevenson 
112 Gallie, Duncan et al; (1998) Restructuring the Employment Relationship; Oxford University 
Press 
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Customers who feel they are contributing and not only buying 
are most loyal. 
The second example began with the thoughts of an oil company executive: 
My engineers get fed up of being sent here and there to dig oil 
wells, because they are all the same. ... the only solution we have is to send them to another country. They say it's not 
enough. 
Zeldin suggested an ambassadorial role for the engineers to present them 
with "intellectual and moral challenges": 
... ambassadors 
for their organization and cultural mediators, so 
the work is not only technically and commercially interesting, but 
makes them feel that they can contribute to the world in a wider 
sense. 
All this may sound alien to those of us who learned our management theories 
and skills using the tools of strategy, structure and systems, but it has some 
respectable supporters and antecedents. Will Hutton, Chief Executive of the 
Industrial Society and respected commentator, captured a growing concern. 
.. just at the moment when 
business reigns supreme, 
paradoxically the question of what business is for is beginning to 
be asked ever more urgently - not so much by trade unions and 
the left, but by individual citizens, consumers and workers. 
The purpose of economic and social life cannot be solely to play 
host to successful business ... Other human values - the need to 
sustain families, to treat men and women equally, to husband the 
environment, to respect natural justice, for the workplace to allow 
creativity and dignity - also require expression, and are the ends 
to which successful business is the means. (emphasis 
added)' 13 
113 Hutton, Will: (2000) Society bites back www, indsoc. co. uk Industrial Society website. First 
appeared in The Financial Times on 27 February 2000, summarised in The gist, April 2000 as 
"The buck stops with big corporations". 
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The thesis was supported by examples of global actions taken by non- 
governmental organizations (NGOs) such as Greenpeace, Amnesty and 
Oxfam and the public support they achieved in changing the practices of De 
Beers, Shell, RTZ and the tobacco industry. Current concern with genetically 
modified organisms was another example that had not yet run its course. He 
concluded that: 
Taken together, these pressures are a'eating a new model for 
the public company. The privilege of limited liability will be 
earned in the 21" century company only if it accepts a growing 
array of social and ethical obligations. The growth of global 
interest in corporate governance together with social audit is 
much more than fashionable 'business correctness'. It reflects 
real pressure for better and wider accountability. 
In the UK, wider share ownership brought about by privatisation in the 1980s 
may have left the wider public empowered to make their views known. They 
were the citizens, consumers and workers that Hutton spoke of. If 
organizations were to change to reflect this new public mood, then the role of 
leadership was surely to envision what the new corporation is to be, to 
communicate that to stakeholders, then to make it a reality. Hutton expresses 
this as: 
The simple injunction is that the task of a business leader is to 
maximise shareholder value is no longer good enough. The 
public wants to be served by good corporations and to work in 
just workplaces. The successful businesses will be those that 
take heed. 
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Charles Handy, corporate philosopher, wrote of the 'new' social contract for 
such organization S. 114 
As companies like Body Shop have shown, enlightened policies 
bring in enlightened customers, but it works the other way round 
too - as customers become more enlightened, they expect 
businesses to act as enlightened citizens also. 
The Body Shop was frequently cited as an example of a 'responsible' 
company, but still seemed to be a rarity. Handy recognised that: 
Translating the idea of a company as a village and a community 
into the reality of modem corporate structure is complicated. 
Most executives are happy to leave the idea on the shelf as an 
interesting metaphor. This will not be enough in the long run. 
The soul of a business must be expressed in its constitution, 
and... the articles of association must reflect the new reality. 
Whilst accepting that such examples are few, Handy nevertheless gives 
further evidence that the changes can be made. John Lewis Partnership, 
Camellia plc and Bertelsmann AG were mentioned as companies that 
pursued a different philosophy - benevolent capitalism. In Camellia's 1995 
Annual Report, Chairman Gordon Fox made the company philosophy more 
explicit. 
I appear to be something of a lone voice these days ... because 1 
was taught to believe that with ownership came responsibility, 
caring and concem. 15 
114 Handy, Charles. (1997) The Hungry Spirit: beyond capitalism -a quest for purpose in the 
modern world: London, Hutchinson. 
115 Quoted in Handy, Charles (1997) Ibid. 
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Anyone who has contemplated a great work of art or craft cannot 
help but observe that there is an indefinable point where.. . it is 
transformed into something quite spiritual, a holy grail, so to 
speak In perhaps a distant way this special quality can also 
come to exist in a company, which enables it to generate high 
levels of allegiance and general respect. It also appears to 
generate its own particular energy levels, which leads to 
creativity, diversity and growth. Certainly its particular culture 
becomes something palpable, and I would maintain that this 
quality is a most valuable asset and worth sustaining not only for 
the sake of its employees and others whom it directly affects and 
influences, but for society at large, because such companies 
underpin the strength and stability of society and set a 
valuable example for others to follow. (emphasis added) 
Bertelsman AG was also unusual in that it had a written constitution with 
Bylaws, making a reality of Corporate Citizenship. Again, the driving notion is 
that ownership carries responsibilities. In the preamble to the constitution, the 
company objectives are set out. 
The company must make the maximum contribution to society. 
All group interests are subordinate to this goal. 
Self-fulfilment of all persons working in the company must be 
made possible on the job. The management is responsible for 
guaranteeing the internal structures necessary for this, as well as 
for harmonising conflicting interests. 
The company must achieve a profit in order to ensure its survival 
and the jobs it provides. Earnings are used for the formation of 
new capital, payment of dividends, and employee profit sharing. 
The company must support the functions of the state by paying 
taxes. 
The constitution goes on to set out three conditions believed necessary for the 
'free, democratic, and social order' that they advocate; a free market system, 
a social system committed to social responsibility, and: 
An organizational structure in business which gives everyone the 
same opportunity for personal development and assures a fair 
distribution of wealth, a share of the means of production, 
concern for social needs, and a balanced relationship between 
rights and duties. 
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All of which led into an eighth theme that was threaded so subtly through the 
findings that it had taken some time to crystallise. It is represented here in 
the coda since it does not directly emerge from the case studies but 
represents my own interpretation of what was happening. 
Summary 
Defining quality was difficult, since it rests on a number of hidden assumptions 
that were not easily surfaced. When organizations set up quality 
improvement projects, these entailed organizational and personal change 
processes that were disruptive. This disruption - the shift from equilibrium - 
led to disorientation resulting in feelings of confusion, loss of confidence and 
doubt. These are a natural part of change and the learning that accompanies 
it. Poor handling of this led to negative learning, which corroded the attempts 
at quality improvements. 
The most significant factor in generating appropriate learning was good 
leadership: leaders who could accept that for many people, work is used to 
express oneself: to gain self-fulfillment: to self-actualise. Such leadership 
recognised that learning generates unpredictable outcomes - and that these 
can be usefully harnessed for the benefit of the organization and its people. 
That led to a greater sense of ownership of the change. Where leaders and 
managers 'walked the talk', others felt enabled to contribute. Expressing 
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concerns was one aspect of contributing. Viewed positively, the concerns 
expressed demonstrated the location on the transition curve, and could be 
used to assist in moving towards the next phase. Using the expression of 
concerns as building blocks for a more positive future takes courage and skill, 
since each person differs in their adaptability. However, there are indications 
that impairment of adaptability is linked with a lack of confidence. Where 
people's views are sought, and listened to, they become part of the solution, 
rather than part of the problem. When this is reflected back to them, their 
confidence grows, and their ability to adapt is enhanced. 
The distinction between real and nominal quality is poorly understood. 
Outstanding quality improvements are achieved where hearts and minds are 
engaged, as well as systems put in place. Maintaining quality only with hearts 
and minds is an exhausting business, but underpinning systems and 
processes can be used to prevent people burnout. Where putting systems in 
place is used as a replacement for engaging hearts and minds, there is 
evidence that the results are at best disappointing and at worst counter- 
productive. 
A synthesis of ideas from the quality gurus Deming and Juran and the 
Excellence Model offers a sound starting point for implementing quality 
improvements. But there is more to it than that. The research suggests that 
as individuals, families, societies and working organizations, we need to 
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decide what we want to achieve through our work. To achieve consistency 
between the aspirations of individuals and workplace organizations will need 
time, conscious effort and explicit visioning of aspirations. Such visioning will 
be flexible enough to include the sustainability of resources and relationships. 
The vision may need measures of governance to support it - the vision of one 
man does not lend wings to another1 e. 
Handy's nightmare scenario of a chindogu society - producing ever more 
unnecessary items whilst the hunger for spiritual expression goes unsatisfied - 
may be a Western phenomenon. Perhaps it has not yet reached everyone. It 
will be unlikely to do so while the basic needs posited by Maslow remain 
unmet, in the same way that pollution is recognised as a problem only when 
the economy has achieved more basic levels of satisfaction. However, the 
global damage caused by the neglect of sustainability in personal, corporate, 
societal and national relationships becomes ever more apparent. 
The conclusions drawn from this research study and some suggestions for 
future steps are set out in the next chapter. 
116 Gibran, Khalil The Prophet 
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CHAPTER 6- CONCLUSIONS 
I wouffnot interfere with any creed of yours 
Nor want it to appear that I have all the cures. 
'There is so much to learn; so many things are true, 
the path my feet must tread may not 6e 6est for you. 
And so I give this spark-of what is light to me 
To guide you through the dark, 
but not to tellyou what to see. 
I have been unable to trace the source of this stanza - The Spirit of Anac - but 
I want to use its message to convey to you directly my feelings about the 
conclusions presented here. The voyage of discovery mapped out in this 
paper has been an attempt to learn within the unknowable"7 but my journey's 
end - or at least a resting point - may be quite different from yours. 
Looking at why 'doing quality' worked in some circumstances and not in 
others, took me beyond the systems and procedures used when introducing 
quality programmes, and transcended most organizational features. This 
quest for the real essence - the heart - of quality led to the people who make 
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quality from the changes introduced into the organization. In seeking to 
understand their construction of reality, I wanted to tap into their perspectives, 
and then present the findings as transparently as possible. Such 
transparency will, I hope, enable readers to access the data, analyse it 
differently, and perhaps reach different conclusions. 
I have found my task in this extended piece of work to be like that of the 
collageur, making a picture from scraps of fabric. The task was to transform a 
random assortment of scraps into a recognisable picture. Fabric was 
selected, cut to shape then fitted together with the other elements. The result 
was a picture created by the artist, with all the frailties involved in selection 
and shaping. A different artist would create a different picture, and would use 
the scraps differently. And so it is with this research project. 
The passage above acted as something of a guide star when the temptation 
to assert a single analysis became strong. It is an acknowledgement that our 
conclusions may differ. In identifying, selecting and shaping the data I am 
conscious that my own learning that has been promoted, leading me to these 
conclusions. Your learning through this work may be very different - although 
I do hope there has been some. 
IV Flood, Robert Louis (1999) Rethinking the Fifth Discipline: Learning Within the 
Unknowable. London: Routledge 
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Learning from the study 
The learning from this research project was that for a quality initiative to 
succeed in any organization, it must engage the 'heart and soul' of its 
stakeholders. This bold statement needs some explanation, and further 
support from the literature to validate the conclusions. 
Overall, five conclusions were drawn from the study: 
" Information is not knowledge 
" Information becomes knowledge, and ultimately wisdom, 
through learning 
" Learning is change, change is learning 
" Learning enables self-actualisation for individuals and teams 
" Self-actualisation promotes quality in organizations 
I Information Is not knowledge 
Nam est ipsa scientia potestas est. For also knowledge itself is 
power. 118 
Notice that the translation speaks of 'knowledge' as power, not information. 
The difference is significant. The hierarchy of knowledge illustrated the 
difference between information and knowledge. In the search to transform 
118 Bacon, Francis (1597)" Meditationes Sacrae: Of Heresies" as quoted in the Oxford 
Dictionary of Quotations (revised edition) (1996) edited by Angela Partington. Oxford: Oxford 
University Press 
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abundant organizational information into precious knowledge, many 
organizations turn to management information systems. The purpose of 
acquiring information then transforming it into knowledge is to ensure 
enhanced decision-making based on sound knowledge. Such decisions are 
intended to improve on the current situation. However to gain real 
improvements - to raise quality levels in some form or other - organizations 
may need to enlist the assistance of an external agent to guide them round 
the 'potholes, dead ends and bogs on the perilous road to higher 
service/quality. ' 
... because a total quality revolution requires a change 
in 
paradigms. This change is difficult to achieve by insiders. 119 
W. Edwards Deming agreed. 
Competent men in every position, from top management to the 
humblest worker, know all there is to know about their work, 
except how to improve it. Help towards that can only come from 
outside knowledge. 120 (p. 405) 
What is it that the external agent can achieve that is seemingly so difficult for 
an insider? The external agent can bring a degree of objectivity to bear on 
the issues, but there is more to it than that. It is the use of theories and 
models that helps people in the organization to configure their information in a 
new way - to construct a shared reality. 
119 Professor Shoji Shiba speaking at Total Quality Management, The Xerox Quality Forum 11, 
31 July to 2 August 1990, Leesburg, Va., p. 19 
120 Deming, W. Edwards (1986) Out of the Crisis Cambridge, MA; MIT, Center for Advanced 
Engineering Study 
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This transformation, from information to knowledge, is not easy, and a number 
of barriers have to be overcome in the process. But there is no mistake that 
these are barriers to learning. Such barriers to learning prevent the 
achievement of both business and personal goals. Argyris spoke of 'surfacing 
assumptions' - making explicit the meanings that were assigned to actions by 
the players. Once that'right hand column' was open for examination, players 
were able to recognise - re-cognise: to know again - the effect their behaviour 
was having in inhibiting organizational and personal growth. They could then 
choose to change their behaviours. Interestingly, many of the barriers are the 
result of fear: fear of losing face, fear of failure, fear of blame, fear of rejection. 
In a community of learners - in an ideal world - such fear would be replaced 
by a drive to experiment, to celebrate fast fail, to learn from that and to retry. 
To achieve something approaching this community of learners, some 
assumptions need to be surfaced. 
The surfacing of assumptions does not naturally occur: it has to be a 
deliberate act. By surfacing assumptions in the Training Department at 
National Police Training, Harrogate, there was a beginning of a shared 
construction of reality, based on dialogue to establish a shared understanding 
of quality. Where assumptions are not surfaced (and this is most of the time, 
in most situations because it is difficult to do) the players act as if they had 
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discovered a reality, simply by being present at the same event. They remain 
unaware of the different realities that are being internally constructed. 
In an organizational context, the number of people involved renders such 
dialogue difficult, if not impossible. Another methodology is needed. The 
Excellence Model sets out a framework for organizations to check out their 
assumptions with stakeholders. Surveys of staff, customers and suppliers are 
used to check out how others see the actions of the organizational leaders, or 
the products and services provided. This reality check provides yet more 
information that can be transformed into knowledge. 
2 Information becomes knowledge, and ultimately wisdom, through 
learning 
The transformation of information into knowledge then wisdom is a major part 
of the learning process. To distinguish taking in information from changing 
behaviour as a result of increased knowledge, Binstead (1980)121 asserted: 
Learning is a process, not just a cognitive process involving the 
assimilation of information (as in book learning), but also an 
affective and physical process. 
Through that learning, as we test out our new understandings against our 
reality, modifying our understanding and behaviour as a result. Learning is: 
... a collective process of observation, experimentation and 
experience, which can be mobilized to deal with new 
opportunities or threats. 122 
121 Binstead, D. S. (1980). 'Design for Learning in Management Training and Development' 
Journal of European Industrial Training, vol. 4, no. 8. 
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The aspects of observation, experimentation and experience are closely 
linked to the stages in Kolb's Experiential Learning Cycle. Dixon (1999) made 
some essential features of this powerful model explicit: 
... both his definition and the experiential 
learning cycle capture 
the essence, which is that 
- Learning is about interpreting what we experience in the 
world. 
- We each create our own unique interpretation. 
- The meaning we create mediates our actions. 
123 
Learning often involves other parties to the learning. In a classroom, a good 
teacher can go some way to ensuring that the meaning of the experience is 
shared, and the learning is derived for all participants. In an organizational 
setting however, other factors intervene. We continue to make inferences 
from our experiences in isolation, but fail to test them immediately with our 
colleagues, and there is rarely a skilled teacher available to help all of us 
derive the same learning. Argyris and Schon (1978) suggest that there are 
typically four reasons why we avoid testing out our inferences, particularly 
where they may reflect badly on a colleague: 
We consider our inferences to be fact and therefore see no need 
to test them. 
We are embarrassed to talk about the inference, particularly if 
we hold a negative inference that could turn out to be wrong. 
122 Ibid. 
123 Dixon, N. M. (1994). The Organizational Learning Cycle (op cit. ) 
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" We presume that others would be less than truthful about 
acknowledging the accuracy of our inference or at least be very 
defensive if it is correct. 
We cannot see a non-threatening way to test the inference. 124 
At the Humber Refinery, inferences remained untested, and learning was not 
maximised. The learning cycle of individuals, teams and the organization as a 
whole remained partial with productive learning not taking place. Information 
abounded, becoming knowledge only when discussed in subversive groups. 
At this point, it became learning - negative learning. The position on the 
transition curve after two years of change was a shock to the Refinery 
Leadership Team, despite the data being present in their own surveys. This 
data had not been transformed into the useful, but unpalatable, knowledge 
that something was wrong. The opportunity to learn from the knowledge 
through dialogue had been missed. The organizational wisdom to remedy the 
problem - to change behaviour - could not be demonstrated. 
3 Learning is change, change is learning 
The work at the Humber Refinery led me to the notion of two spirals acting 
upon each other. One spiral - the product spiral - moved upwards with 
improvements in technology such as the Number 3 Vacuum Plant. 
Productivity (and profits) would improve. The process spiral could also move 
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upwards to bolster the technical innovations, where team building and 
individual development were viewed as satisfactory. However, if team 
building or individual development were unsatisfactory, then the process spiral 
would move downwards, inhibiting the upward movement of the product 
spiral. The full benefits of the technical changes would not be realised, with 
disappointing results. 
The effect of Project Humber on the workforce led not only to disappointing 
results but in some cases, (metaphorical) sabotage. Examples included the 
subversive dismissal of 'management initiatives', and cynicism that apparent 
openness in communications was a charade - bad news still didn't travel 
upwards. In contrast, staff at Merseyside Police were eager to contribute to 
the changes, and eager to move forward - at times faster than some 
managers wanted. The movements in the process strand at the Refinery 
(down), and in Merseyside Police (up) were manifested in reactions to change 
programmes. 
Change programmes are risky for everyone. Any internally generated change 
is the result of someone wondering "What if...? " It involves some risk, and, 
whatever the outcome, will generate some learning. In a safe learning 
environment, (constrained) risk taking is encouraged, failure is expected, and 
124 This summary is taken from Nancy M. Dixon (1994) The Organizational Learning Cycle: 
How we can learn collectively (2nd Edition) Aldershot: Gower 
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learning is shared and rewarded. The learning in the process strand is people 
centred - it is about teams and individuals. 
The need to capitalise on learning, both from successes and 'failures' is an 
important part of adaptation behaviour. Dixon (1999)125 argued : 
. That learning is intrinsic to work and vice-versa. 
There is a distinction between information and 'making meaning' 
of the world - wisdom, 
. That organizations learn from planned efforts, 
That the participants have the answers, not'experts'. 
This last point seems to differ from Deming, but Argyris and Schon (1978) 
argued that organizational learning occurred: 
... when members of the organization act as 
learning agents. .. by detecting and correcting errors in organizational theory-in-use, 
and embedding the result of their enquiry in private images and 
shared maps of the organization. 
The errors in organizational theory-in-use were difficult for insiders to access, 
although skilled facilitation from outside could help. To create 'shared maps' 
from private images needed Dixon's 'hallways' and these were evident in both 
case studies. 
125 Dixon, Nancy M (1994) The Organizational Learning Cycle (op. cit. ) 
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The hallways in Merseyside Police were formal and informal meetings 
discussing the EFQM work and its impact. Those not involved in this, got on 
with'doing the business' while those working on 'running the business' sought 
to ensure their self-assessments were well founded and well reported. Senior 
management sought to engage staff in the process and take a holistic view of 
the organization. Improvement ideas were welcomed, although systems to 
collect these were not well developed at the time. 
The hallways in the Humber Refinery were the safe havens where trusted 
colleagues would gather to construct a reality from the latest set of information 
- often relating to management behaviour. Such negative learning remained 
unseen with no possibility of it being used for the benefit of the organization. 
Discussions of the latest piece of management action became a 'Dilbert' type 
of shared joke. 126 
Unless the individual learning becomes embedded within the organization, the 
organization knows less than the sum of its individual members. Strong 
advocates for the learning organization, Senge and Argyris both emphasised 
continuous experimentation and feedback in defining and solving problems. 
For them, this type of learning identified a learning organization. 
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There is widespread agreement that organizations need to learn how to learn, 
so that they might learn how to change. Despite that, change is not 
comfortable and there is a tendency to avoid change, until the alternative 
becomes even less comfortable. This avoidance of change - of learning - 
may be the reason why sometimes learning does not attract resources until 
the organization - or one of its decision-makers - faces impending disaster. 
Management writers were indeed threatening such a disaster, with the 
survival of corporations at stake. Corporations, and the people who worked 
in them, needed literally to learn to survive and thrive. This was one reason 
for the introduction of quality systems. 
Senge (1993) explained how learning could be generative, rather than just 
aimed at surviving: 
... the basic meaning of a learning organization - an organization that is continually expanding its capacity to create its future. For 
such an organization it is not enough merely to survive. Survival 
learning or what is more often termed adaptive learning must be 
joined by generative learning, learning that enhances our 
capacity to create. 
Senge's five disciplines whose convergence was thought necessary for the 
innovation of learning organizations, were: 
" Systems thinking: seeing the whole, rather than just the part; 
seeing patterns of change, rather than snapshots. 
126 'Dilbert' is a comic-strip character created by Scott Adams. Adams claims that many of 
the work-related situations he depicts come from his fans e-mails telling of real-life in their 
offices. 
246 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
" Personal mastery: continually clarifying and deepening our 
personal vision, focussing our energies, developing patience 
and seeing reality objectively. 
Mental models: the deeply held assumptions, generalisations, 
images or pictures that influence the way we construct events 
and understand our world. 
Shared vision: that which causes people to do things because 
they want to, rather than because they have to. 
Team learning: to raise the collective IQ of a group above the 
sum of its parts. 
To summarise these disciplines: a holistic view, clear vision shared by the 
team, exploring assumptions and creating learning as a team -a community 
of learners. The word 'discipline' carries connotations of practice, 
commitment, and listening to a teacher. So it is with learning to survive and 
thrive. Certainly many of these disciplines were well evidenced within 
Merseyside Police, and conspicuously absent from the Humber Refinery. 
John Adair used his three circles model to draw attention to the process 
issues of teambuilding and individual development that enabled task 
achievement. In the Humber Refinery Employee Opinion Survey, eight of the 
ten most favourable items related to task, while all ten least favourable items 
were process issues. The task of becoming the safest, cleanest, most 
profitable European refinery was being held back by the lack of attention 
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given to process issues. Alternative realities were being generated in safe 
havens - hallways of a sort - where assumptions would not be challenged. 
These safe havens existed throughout the refinery at every level, including the 
leadership team. They were the informal part of the organizational learning 
structure - pockets of resistance that corroded morale and resisted good 
intentions. By the inappropriate use of 'counselling', dissent had been driven 
underground, and became much more difficult to deal with. In contrast, while 
not everyone at Merseyside Police agreed with all aspects of the EFQM 
initiative, their dissent was more about missed opportunities to collect ideas, 
and offer feedback to departments. That suggested a willingness to 
contribute more, and to learn from the experience of self-assessment. 
Process issues in this context, and the learning from them seemed healthy 
enough. 
A recurring theme... 
The issue of style - the way in which these changes were implemented - was 
a recurring theme throughout the time at the Refinery, and it seemed to have 
affected all other areas. These are exactly the sorts of issues that constitute 
the 'process' spiral. It is important to stress that the issue here is perception, 
rather than any objective reality. It was perceptions that drove behaviour and 
this behaviour was the reality with which colleagues were presented and with 
which management had to deal. 
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The perception of some employees (including a former employee) was that a 
cultural change was attempted, without any regard for the benefits of the 
existing culture, despite previous assurances to the contrary. An imposed 
casual dress code was cited by one interviewee, who felt very uncomfortable 
with this aspect of the new culture. This was the visible tip of a very large 
iceberg relating to deeply held values. This clash of values - democratisation 
versus professionalism - can be keenly felt in apparently small incidents such 
as these. Project Humber was seen as being imposed from the parent 
company Du Pont, and from a different cultural milieu - the USA. 
The behaviour of individuals - such as clothing worn for work - is rooted in 
attitudes about what is appropriate. These attitudes are driven by individuals' 
values. The values themselves derive from socialisation. In the above 
example, socialisation might include factors from the home and the work 
setting about what a professional person would wear to work. Issues such as 
hard-won status might be complicated in the UK by class-based issues. The 
move to change clothing to reflect a more egalitarian work society had a major 
impact on the individual's self image. In the UK, clothing and accent are still 
used to reinforce position and status in many contexts, and attempts to 
change this - like all change - have an emotional dimension. The constraints 
on counselling disabled the sharing and challenging of views and 
assumptions, causing negative learning. 
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4 Learning enables self-actualization 
The California-based group of researchers and developers, Zenger-Miller 
conducted a major study into the implementation of a service/quality 
improvement programme. The research involved over 800 North American 
organizations and was spread over a two-year period in the late 1980's. The 
results were disturbing, showing a large number of programmes that were 
'stuck or stalling'. Reasons for the ineffective implementations were many, but 
the majority of them concerned leadership, skills, strategy and people issues; 
what could fairly be termed 'cultural' barriers. This phenomenon has been 
called 'hitting the wall' - well-intentioned programmes for customer service, 
training, inspiration crashing into the daily reality of'how we do things around 
here'. 
Cultural change is easy to talk about but enormously difficult to 
achieve. It involves issues not well addressed in most 
service/quality improvement efforts - pride, trust, change, 
innovation, and the like. How effectively the improvement effort 
is managed depends a great deal on the technical, quality 
improvement, interpersonal and leadership skills throughout the 
organization. Developing these skills within the context of the 
organization's vision and values is one of the key barriers or 
boosters to implementing the powerful service/quality 
improvement tools (p. 41)127 (emphasis added) 
There are some hints of ways in which such cultural changes could be 
accomplished, but at first sight they seem a little odd. Developing pride, trust 
and leadership skills throughout the organization were not strategies that 
sprang readily to mind when considering organizational change. However, in 
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a further study, Zenger-Miller reviewed published case studies and 
interviewed managers and change agents involved in over 1,000 cases of 
service/quality improvement programmes. They concluded that: 
During the past 20 years, it has been rare for US organizations to 
achieve and sustain major gains in quality or productivity without 
a major increase in employee involvement. 128 
Such employee involvement demonstrates that the organization has placed 
trust in its employees and is one way of developing leadership skills 
throughout the organization. It seems reasonable that it would also engender 
pride in the organization. Kaoru Ishikawa used the term 'voluntarism' in 
quality control and explained its purpose thus: 
One can force subordinates to implement work by giving a 
command, but that will never go over smoothly. Conditions 
change constantly, and the commands given by superiors can 
never catch up with changing conditions. I stress voluntarism in 
quality control for this very reason. (p. 66)1Y9 
Voluntarism' is a strange term for a workforce principle, and the term 'self- 
managing team' has also been used. Some well-respected writers have given 
support to such ideas. For example, Juran (1990) forecast: 
... that self-supervising teams will become the dominant 
successor to the Taylor (traditional command and control) 
system. (p. 10) 130 
127 Clemmer, Jim, with Sheehy, Barry & Achieve International/Zenger-Miller Associates 
(1993) Firing on All Cylinders (revised edition). London; Judy Piatkus 
28 Zenger, John H., et al. (1991) Leadership in a team environment: The New American 
Manager. A white paper. San Jose, Calif.: Zenger-Miller 
129 Ishikawa, Kaoru (1985) What is Total Quality Control? The Japanese Way. Englewood 
Cliffs, NJ: Prentice Hall, a Division of Simon & Schuster. 
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and Peters (1987) recommended that: 
The self-managing team should become the basic organizational 
building block 131(p. 297) 
Why was a self-managing team considered to be such a good thing? Would it 
help achieve business objectives, or was it just meant to help the team 
members feel better about themselves? What was its relevance in a 
competitive and turbulent environment? The notion that work has a greater 
relevance than just providing income with which to buy necessities has a 
respectable history. Maslow postulated that humankind seeks to satisfy other 
needs as lower order needs are met. He suggested that basic needs could 
be described as a hierarchy of prepotency in five sets of goals: physiological, 
safety, social, esteem and self-actualisation. 
When the physiological needs such as hunger and thirst were satisfied, the 
need for safety would become dominant, if it remained unmet. Other needs 
would emerge as lower order needs were satisfied. The dominant need would 
be the driving force of the individual's behaviour until the goal was attained 
and the need had been gratified. Eventually self-actualisation becomes the 
goal: 
130 Juran, J. M. (1990) Made in USA: A Break in the Clouds. A summary of an address given 
at the Quest for Excellence conference featuring the 1989 Baldridge winners, Wilton, Conn: 
The Juran Institute 
131 Peters, Tom (1987) Thriving on Chaos: A Handbook for a Management Revolution. New 
York: Alfred A. Knopf 
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... 
the desire for self fulfillment, namely the tendency for him to 
become actualized in what he is potentially. This tendency might 
be phrased as the desire to become more and more what one is, 
to become everything that one is capable of becoming. 132 
Table 26 offers some examples of needs both in general and specifically 
related to the work environment. 
Table 26 - Examples of Maslow's hierarchy of needs 
Physiological 
Safety 
Food. chink, shelter. 
heat 
Lock doors and 
windows, safe 
neighbourhood 
Social Family and friends, 
significant others 
Esteem Place in the 
community 
Self-actualisation Autonomous living 
Canteen water fuuntaur 
heating 
Health and safety 
Colleagues 
Rewards and 
recognition 
Empowerment 
In seeking to find workplace examples of self-actualisation, it is difficult to 
avoid the conclusion that it requires empowerment. The behaviour resulting 
from self- actualisation includes enthusiasm, self-direction, eagerness to offer 
132 Maslow, A. H., A Theory of Human Motivation, Psychological Review, Vol. 50 (1943) 370- 
396 
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ideas and seek improvements. The literature on motivation made these 
points clear. What is usually lacking in motivation literature however, is any 
organizational context -a pragmatic framework within which actions could be 
taken. There was a further, and potentially very important, comment. 
... the writer must admit that, though he has sufficient dinical 
evidence to postulate the desire to know as a very strong drive in 
intelligent people, no data are available for unintelligent people. 
It may be then a function of relatively high intelligence. Rather 
tentatively then ... we shall postulate a basic desire to know, to be aware of reality, to get the facts, to satisfy curiosity, or as 
Wertheimer phrases it, to see rather than to be blind. 133 
There were two points here. One was that the need for self-actualisation may 
only apply to 'intelligent' people and secondly, that there was evidence of a 
'strong desire to know' that also applied, possibly again, only to 'intelligent' 
people. But what sort of 'intelligence' is meant in this context? 
Literature dealing with multiple intelligences, such as Emotional Intelligence 
and Spiritual Intelligence has begun to appear on management bookshelves. 
Again, what is the relevance of such concepts in a profit centred 
environment? If self-actualisation needs, and the drive to know are strong for 
many people within an organization, everyone might benefit from the 
opportunity to satisfy these needs. This is not to suggest that everyone would 
want to take advantage of the opportunity, but all should have the chance to 
do so if they wish. 
133 Maslow, A. H., A Theory of Human Motivation, Psychological Review, Vol. 50 (1943): 370- 
396 
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There is further support for this view: 
The need for achievement has been one of the most studied of 
these (ego-integrative) motives. This need may be defined as 
the urge to achieve something of value, which satisfies criteria 
for excellence. ... 
There is some evidence that people low on 
achievement motivation may have been exposed early to lack of 
success and have a stronger fear of failure. 134 
So, if organizational learning is essential for survival, and individual learning is 
essential for organizational learning, some guidance for bringing individual 
learning into the hallways was needed. Creating an environment where it was 
okay to suggest that things could be learned, that the future could be better 
than the past, was essential. That entailed trusting that people generally 
preferred to be proud of the company for which they worked, and would be 
prepared to contribute to its survival - and its improvement. It also meant 
making opportunities available for them to self-actualise - to become all that 
they could be. And, as the paragraph above suggests, those whose earlier 
experience left them with a stronger fear of failure would need more support 
and encouragement than others to reach even the first rung on the ladder. 
The payoff for this - the return on investment - would be the releasing of real 
quality throughout the organization. 
134 Lloyd, Peter, Mayes, Andrew, et al. (1999) Introduction to Psychology: An Integrated 
Approach London: Diamond Books (An imprint of Harper Coll i nsPublish ers) 
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5 Self-actualization promotes quality 
Rogers (1961) is regarded as the founding father of the client centred 
approach in psychology135. The basis tenet is that the great force within each 
individual is self-fulfilling (rather than self-destructive as in Freud's id). 
According to Rogers, self-fulfilled individuals - self-actualisers - are 
characterised by many features that would enable the promotion of 
organizational learning. These included: 
0 Acceptance of self, others, nature. 
Being problem-centred, rather than self-centred. 
"A more efficient perception of reality, and more comfortable 
relations with it. 
" The quality of detachment, the need for privacy. 
" Autonomy, independence of culture and environment. 
" Continued freshness of appreciation. 
" Gemeinschaftsgefuhl (empathy, a genuine feeling for others). 
" Profound interpersonal relations. 
" The democratic character structure. 
" Discrimination between means and ends, between good and 
evil. 
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" Philosophical, unhostile sense of humour. 
" Creativeness. 
" Resistance to enculturation (normative influences); the 
transcendence of any particular culture. 136 
By enabling self-actualisers to develop these characteristics in the workplace, 
learning can be generated within the organization, and changes to improve 
quality in all its aspects can be brought about. But self-actualisation within 
organizations would require a widespread recognition of the need for 
changes, and some agreement on the nature and direction of the change: the 
construction of a collective meaning. A number of writers and thinkers across 
a spectrum of disciplines and views were asking for a major change in 
corporate thinking and practice. Dixon put it succinctly: 
As adults we spend most of our lives in organizations, certainly 
most of our waking hours. If we are to continue to develop, it will 
probably happen at work; if it cannot happen there, it will 
probably not happen. It is ironic that the amazing capability of 
the human mind has created complex organizations that in turn 
stifle the growth and well being of those that created them. 
... With few exceptions, the organizations we have created for 
operate in ways that are antithetical to the work environment that 
we would choose for ourselves or that we understand to result in 
healthy adult development. 137 (p. xvi) 
135 Rogers, Carl R. (1961) On Becoming a Person: A Therapist's View of Psychotherapy. 
Boston: Houghton Mifflin. 
136 Maslow, A. H. (1970) Motivation and Personality. New York: Harper and Row 137 Dixon, Nancy M. (1994) The Organizational Learning Cycle (Ibid. ) 
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But the plea was not a new one. Peter Drucke r138 in 1955 rewrote the 
accepted wisdom, by asserting that people at work were not like machines. 
He proposed that people's motivation and effectiveness were determined by 
the way that they were managed. Drucker pointed out the benefits to the 
organization of 'the new management: 
The countries that would lead the world in industrial and 
economic development by the end of the century would be those 
that understood and applied the new management. 
It seems then that there is widespread agreement that: 
organizational learning is vital for organizational survival 
self-actualisation in the workplace is important for organizational 
survival 
self-actualisation could be called into action for the benefit of the 
organization, as well as for the individuals concerned. 
The case study evidence, supported by the literature, suggested that this was 
neglected in many organizations, leaving them impoverished in terms of what 
people can gain from, and give to, their work. Management theory had gone 
from Taylorism - based largely on physical compliance - through to self- 
actualisation - using people's intelligences creatively in the workplace. 
There is of course, a wide range of intelligences, other than emotional 
intelligence. Charles Handy gave his own list, extended from the list of 
138 Drucker, P. F., (1955) The Practice of Management, Heinemann 
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Howard Gardner, Professor of Education at Harvard University. He 
suggested that Factual, Analytic and Numerate Intelligences would enable 
examination success, but added Linguistic, Spatial, Athletic, Intuitive, 
Practical, Interpersonal and Musical Intelligences to these. If everyone is 
good at something, then the range of intelligences can be extended as 
appropriate. The message was that everyone has some ability to contribute 
to the world as a resource. 
Opportunities to make that contribution usually arise out of our working 
environments. To harness these contributions, some changes are needed in 
corporate thinking and actions, particularly in the field of leadership. Danah 
Zohar and Jacquie Drake from Cranfield University set out to explore another 
of these intelligences - Spiritual Intelligence 139. Their argument was that: 
access to and engagement with our SQ engenders a more 
holistic approach. ... Every employee brings his/her whole self to work, but not all of it is shown, probably because not all of it is 
valued. When our self-worth is challenged or we are put under 
stress, we start asking questions about our ability. 
They suggested that the leader with high SQ behaved in characteristic ways, 
by being: 
Flexible - open to suggestion, surprise and change, and able to 
cope with ambiguity; 
Self-aware - both reflective and self-confronting; 
Led by his/her own vision, values and sense of purpose; 
Able to learn from adversity and turn bad experience into 
wisdom; 
139 Zohar, Danah and Drake, Jacquie (2000) On the whole People Management; 13 April 
2000, page 55 
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Holistic - whole person, whole system; 
Welcoming of diversity; 
Independent and willing to take a stand on issues; 
Questioning - especially why? questions; 
Able to reframe situations - new perspectives create alternatives; 
Spontaneous - alive to the moment and not afraid to respond or 
initiate. 
The concept of spiritual intelligence certainly seemed to explain some of the 
characteristics of the elusive 'management style' but I was concerned that it 
might seem fanciful in this context. As I read more widely, however, an 
emerging body of work provided evidence that the ideas were more 
widespread than I first thought. 
Lance Secretan retired aged forty, having built Manpower Limited, the 
employment agency, from scratch to an organization with 72,000 employees. 
He had been a corporate pioneer, a Professor of Entrepreneurship at two 
leading universities, a Special Goodwill Ambassador to the United Nations 
Environment Program and Chairman of the Advisory Board of the 1997 
Special Olympics World Winter Games. He described what moved him to 
make the change, and his view of how working life could, and should, become 
congruent with our everyday life. 
Every year, Gallup produces a poll revealing that 80% of 
employees dread returning to work on Monday mornings. 
Medical research shows that heart attacks and strokes occur 
most often at 9 am on Mondays. Something strange is going on 
in our workplaces. 
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Our vocabulary is laced with the metaphors of war and 
competition. ... Life is not a 
battleground - it is a playground. 
War, or the fear of losing, does not motivate people. Virtuoso 
performances are romanced from people, not beaten out of 
them. People are inspired to do well by the love they feel for 
what they do (Mastery), by the people they do it with (Chemistry), 
and their reasons for doing it (Delivery). Values-centred 
leadership assumes that work is not war, but love. 140 
(emphases added) 
This echoes the words of the Lebanese poet Khalil Gibran 141, written 80 
years previously: 
... Work is 
love made visible 
And what is it to work with love? 
It is to weave the cloth with threads drawn from your heart, even 
as if your beloved were to wear that cloth. 
It is to build a house with affection, even as if your beloved were 
to dwell in that house. 
It is to sow seeds with tenderness and reap the harvest with joy, 
even as if your beloved were to eat the fruit. 
It is to charge all things you fashion with a breath of your own 
spirit. 
And to know that all the blessed dead are standing about you 
and watching. 
These few lines of poetry describe holistic quality in the workplace better than 
anything else I have read. 
Something was emerging and had not yet been given full shape by those who 
depict such things. I discovered that a more holistic view was emerging 
across a number of disciplines. The literature on quantum physics, bio- 
cellular research in chemistry, the focus on ecology in biology and Joseph 
140 Secretan, Lance. Web page for Values-Centered Leadership. www. secretan. com 
141 Gibran, Khalil: (1926) The Prophet. From an edition published in the UK by William 
Heinemann, 1997. London 
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Campbell's work on the universality of myths and symbols: all suggested that 
something big was happening. 
Ultimately - as quantum physics showed dramatically - there are 
no parts at all: what we call a part is merely a pattern in an 
inseparable web of relationships. 142 
The old paradigm of wisdom had physics at its core and the metaphor of a 
mechanical universe based on Cartesian and Newtonian ideas. Acceptable 
thinking was rational, linear and reductionist, using analysis to split apart and 
break down phenomena into parts for ease of understanding. Values centred 
on domination of nature, peoples and resources by man (usually white 
European man). The accepted view of continuously expanding wants and 
absolute scarcity led to competition, aggression and a deep-seated view of 
winners and losers. It is tempting to label this the male paradigm. 
An alternative view just emerging had life sciences at its core with notions of 
deep ecology permeating even social aspects of knowing. Thinking was more 
organic and holistic relying on systems thinking - an understanding of 
phenomena by placing them in a larger context and identifying their 'emergent 
properties'. Alternative values were supported within this view: co-operation 
and partnership, an acceptance that win: win is better than win: lose, 
conservation of the community of life that affects everything and everyone. 
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If such a view is indeed emerging across disciplines, then the discipline of 
management and organizations will have its contribution to make. It is this 
that I believe we are now witnessing. My research project was pointing 
towards some fascinating shifts in perceptions. These are expanded upon in 
the following coda, since they relate to my own reflections, rather then being 
derived directly from the research itself. 
142 Capra, Fritjof (1996) The Web of Life: A New Synthesis of Mind and Matter. London: HarperCollins 
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What, if any, are our modern myths - those that give us individual energy and 
bind our souls together? There seemed to be a vacuum at this very heart of 
making meaning of human existence. Handy attributed the problem to a 
capitalism that was too strong for governments. To control it required a 
critical mass of people to "make the market our servant rather than our 
master". The programme he outlined to satisfy "the hunger for something 
else" was simple: decide who we are, why we exist and what we want from 
life - to define the form of our self-actualisation. 
Life is a chance to make the best of ourselves. ... Most of us are hungry for a self of which we can be proud. More and more 
people, especially the young, in the affluent societies of the 
West, share this hunger. (page 88) 
Handy excels in giving cameo concepts - images that encapsulate multiple 
meanings. The story of the white stone is such. 
I keep a small white stone on my desk... It refers to a 
mysterious verse in the Book of Revelations which goes like this., 
To the one who prevails, the Spirit says, I will give a white 
stone.. . on which is written a name, which shall be known only to the one who receives it. ' 
This was interpreted as representing the "man you might have been": the 
Higher Self: Who You Are: when you become 'all that you can be': other 
phrases for self-actualisation. The hunger - to become all that we can be - is 
emerging in 'the affluent West'. That means that increasing numbers of 
people here are reaching up for the highest level of need because their other 
144 Thullier, Pierre; The Great Implosion: a report on the collapse of the West 1999-2002 
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needs are satisfied. Since many people spend most of their waking 
life at 
work, this hunger for self-actualisation will be more visible there. David 
Packard, co-founder of Hewlett Packard expressed this: 
Why are we here? I think many people assume, wrongly, that a 
company exists solely to make money... We have to go deeper 
and find the real reason for our being. As we investigate this we 
inevitably come to the conclusion that a group of people get 
together ... (as) a company, so that they are able 
to accomplish 
something collectively that they could not accomplish separately 
- they make a contribution to society: a phrase that sounds trite 
but is fundamental. 145 
A new metaphor - work as a heroic quest 
The quest for self-actualisation - for self-fulfillment - suggests a new 
metaphor for organizational life. The notion of the employee pursuing a 
heroic quest for self-fulfillment would accord a more explicit vision to the 
leadership role. As in other quest myths, the hero would need assistance 
from those encountered along the path. Releasing high energy - pride, trust 
and creativity - across the organization, in support of organizational heroes in 
their quests, is part of the leadership task. In the same way that leaders had 
come to realise that 'quality was free', so there is a growing awareness that 
high performing companies need self-fulfilled colleagues - and it is the role of 
leaders to support them. Leadership has always been about inspiration - the 
difference is that now the quality of engagement between workplace leaders 
quoted in Charles Handy (1997) Ibid. 
U5 Packard, David quoted in Charles Handy (1997) Ibid. 
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and their followers is being set out more explicitly to engage the whole person 
- body, mind and spirit. 
Without such leadership, organizations became sick and are less likely to 
survive. They need their people - or at least a sizeable chunk of them - to 
become healers of organizational ills. To become healers, people need to 
identify their life purpose and seek to achieve it through their whole life - 
including their work. Handy offered four elements to be resolved in order to 
determine a purpose for our lives: 
" Where are we heading? What does success mean? We all 
need "a dream of what might be to give us energy for the 
journey". 
" The doctrine of 'enough': to know what is enough in material or 
achievement terms to enable freedom from the rut of our own 
devising. 
" "A taste of the sublime.. . to give us a hint of... the infinite 
possibilities of life". Spirituality. 
" 'The challenge of immortality". To make a difference to our 
world so that we leave something behind. 
To achieve the life purpose, our reason for living, using these four elements 
becomes a lifelong quest. The popular poster that proclaims "Quality is a 
journey, not a destination" has a point. To find quality of life means seeing 
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each day as a journey, rather than chasing an illusory destination. Handy's 
challenge is: 
... to do something glorious with one's 
life. It is also, I believe, a 
challenge for every organization and every business that has, in 
effect, bought large chunks of other people's lives. .. . It is, 
in fact, 
not only our privilege to be an instrument of the sublime, but our 
responsibility, and it's a lot more fun than looking at a bank 
statement and wondering if that is all there is to life... We need 
the chance, in our work, not just in our leisure, to discover some 
of the truth about ourselves. 
The challenge for leaders is to engage their stakeholders to undertake the 
journey of discovery together to "accomplish together that which they could 
not accomplish alone" and in so doing, to become all that we can be, 
individually, as a team and as a society; at work as well as at home. 
The emerging organizational paradigm 
Over time, there have been a number of respected writers on organizations 
whose ideas that sounded fanciful - even metaphysical. But this study led me 
to a new synthesis suggesting areas for future research. There are seven 
insights to this synthesis - they indicate the emergence of a new 
organizational paradigm. 
The seven insights - adapted from Redfield, James (1993). The Celestine 
Prophecy. New York: Warner Books. 
I Historical sweep leading to a critical mass 
There has been a definite evolution in the thinking of writers on organizations. 
Earlier authors tended to focus on the physical aspects of organizations and 
268 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
employees - aspects of production, such as Adam Smith and his pin makers, 
Taylorism or Ishikawa and Poke Yoka. More liberal ideas relating to 
management style and motivation succeeded this - McGregor's Theory X and 
Theory Y managers for example. Then the literature on quality focused on 
aspects of leadership with notions of establishing shared vision as a prelude 
to excellence. This was popularised by Peters and Waterman's In Search of 
Excellence. Having engaged with the body and the mind of employees, a 
new page was being written to engage the spirit through work. 
A growing number of writers and practitioners are suggesting that working life 
must become more than just an engagement of the physical or mental 
qualities of a workforce. Maslow and Deming trod the pathway tentatively. It 
is now becoming a well-established road, with the likes of Charles Handy 
writing of 'The Hungry Spirit', Lance Secretan, founder of 'Manpower' setting 
out a framework for spiritual organizations, and Bob Flood offering a powerful 
and spiritual critique of Senge's systems thinking. A critical mass is building. 
2 The struggle for power: a matter of energy 
In medieval England, land and physical might equalled power. During the 
Enlightenment, science (knowledge) emerged as a different kind of power. 
The distinction here was between coercive power and expert power. The 
struggle for power was continued during the Industrial Revolution in the UK 
with the growth of capitalism. The ownership of the means of production 
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separated most people into opposing forces of entrepreneurs and workers. 
Throughout the 1 9th and 20th centuries there was a well-documented struggle 
for power between these two factions. 
More recently the notion of partnership has suggested a third way - perhaps a 
more realistic one. To produce goods or services, each organization needs 
both suppliers and customers. These three sets of people are so thoroughly 
interdependent that it makes no long-term sense to promote situations that 
are win: Iose. Suppliers cut corners if their margins are too tight, and 
customers do not return if they have been poorly treated. Forging strategic 
partnerships becomes an imperative on which all depend for the future. 
The struggle is no longer for dominant power: rather for releasing the 
development power; and when co-operation is engaged, it ceases to be a 
struggle. This comes from the energies of all stakeholders who want to 
contribute to mutual development. Such development seeks to ensure 
organizational thriving, not just surviving, by a greater understanding of each 
other's commercial imperatives. To build and sustain these partnerships 
requires new forms of organizations - knowledge organizations. 
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Drucker (1992) clarified the nature of the transformation that was underway: 
We are about half-way through one of the great transformations 
of the world -a transformation in which centuries are 
compressed into decades. This transformation is from a society 
in which the financial and physical capital has been the dominant 
business resource to one in which the dominant resource will be 
knowledge. 146 
The transformation was taking place against a backdrop of global change in 
just about every sphere of human activity. The ability to capture and retain 
corporate memory under these circumstances offers organizations an edge 
that will help them to thrive. Adding greater emphasis to this analysis, Toffler 
(1997) spoke of the reactions to his work in the 1970's and 1980's: 
At the time, all this (Future Shock) sounded sensationalist to 
many readers. ... And... in 1980, our book "The Third Wave" 
... we were thought by some to be too visionary. Today's knowledge revolution is forcing business to operate in radically 
new, continual shifting ways that stand Second Wave notions 
on their head. 1 7 
Building a knowledge organization cannot be completed by one person, or 
even by a small group: it will become the role of everyone in the knowledge 
organization. Staff in the 'knowledge organization' are driven by the need to 
self-actualise, and the energy thereby released is phenomenal. People give 
freely because they are proud of their organization: it engages their whole 
146 Drucker, Peter. (1992). Managing for the Future. Oxford: Butterworth-Heinemann. 
147 Toffler, A. and H. in Gibson, Rowan (1997) Rethinking the Future. London: Nicolas 
Brealey Publishing. 
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being and promotes sustainable relationships with all its stakeholders and 
partners. 
3 The metaphysical message 
The underlying principle of partnership is that when honour and respect drive 
our interactions with each other, there is enough for all of us. We just have to 
define what'enough' is and be prepared to share the rest. This 'metaphysical' 
message closely matches the messages of sustainability - not just 
relationships with the environment, but relationships in personal and work life. 
4 Clearing the past 
We are beginning to move beyond the mental models that inhibit us from 
working in this way. Surfacing our underlying assumptions is one strategy, as 
is the notion of discussion and dialogue. Support from outside the 
organization may also be needed to enable us to move on. 
5 Engaging the flow 
In surfacing assumptions, we begin to understand our illusions and we then 
have the choice of replacing them. This can bring about a more critical 
awareness to help us live more consciously. Many aspects of organizational 
life offer a platform for such development. For example, quality management 
systems now include communications with stakeholders as a more central 
feature. With the widespread use of the Excellence Model, there is a real 
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opportunity to engage in strategic alliances for commercial sustainability. The 
increasing emphasis on work-life balance, and the rise in 'family-friendly' 
policies in firms may also help us adopt a more balanced and holistic view of 
the people we work with. 
6 The interpersonal ethic 
Within the organization, a shift from functional hierarchies is taking place. 
Multi-disciplinary teams, matrix management, project teams: all are alternative 
ways to bring together a wide range of perspectives, to enhance our 
understanding of the topic under discussion. By listening with respect to 
others' views, we might not reach consensus or accommodation but we are 
certainly able to learn, and to tolerate perspectives that differ from ours. That 
leads to greater insights and improved organizational learning. 
7 The emerging organizational culture 
This has a number of identifiable strands drawn from the literature, the case 
studies and my own reflections: 
* Change - evolution - is welcomed as a sign of life. 
* Learning becomes more conscious. 
* Learning is shared and promotes individual insights, leading to 
organizational learning. 
* Learning is based around research and both have an action focus i. e. 
improvement actions. 
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Holism emerges as broader issues are brought into discussions and 
dialogue, e. g. effectiveness, efficiency and ethical considerations. 
A better lifework balance becomes more important as physical, mental 
and spiritual elements are integrated into a more holistic way of living. 
Work as the heroic quest 
All of these insights suggest that our new mythology must include "work as 
the heroic quest (for self-actualisation)". This 'myth' is already on the way to 
achievement for some people. This heroic quest is rarely articulated, but it 
has moved from 'doing' through 'having' to 'being'. Modern organizational 
mythologies are not 'fairy stories' told for entertainment: rather they reflect 
deep-seated values and aspirations, acting as a spur to those engaged in the 
voyage of self-discovery. Put very simply, improving quality in all aspects of 
our lives, including work, is the pathway to be(com)ing All That We Can Be. 
As Gibran said: 
'Worlds love made visi6le'". 
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Chapter 7- Coda: a new metaphor for work 
Writers began to identify a shift in societal thinking in the late 1990s and early 
2000s. What was it all for? Will Hutton's essay, Bob Flood's critique and 
Charles Handy's book were all signposts to a new integration between work 
and living. 
Charles Handy invited his readers to consider this passage: 
42% of all workers feel 'used up' by the end of the day. 
69% would like to live a more relaxed life. 
Parents spend 40% less time with their children than they did 30 
years ago. 
The rise in per capita consumption in the last twenty years is 
45% but the decrease in the quality of life as measured by the 
Index of Social Health is 51%. 
Only 21% of the young now think that they have a very good 
chance of achieving 'The Good Life' compared with 41% twenty 
years ago. 143 
The elusive concept of quality, that was so hard to define in terms of products 
and services, surfaced again in terms of the quality of life. For individuals to 
identify the heart of their quality of life would be tough, but unless each strives 
to identify it, seek it out and embrace it, our work makes us ill. 
In most of the USA and in Europe the cloak of consumerism served to 
conceal the spiritual impoverishment of society. As Pierre Thullier had it: 
... a society is not really a society unless it is able to invent ideal 
concepts and myths that mobilize individual energies and bind 
people's souls together. 144 
143 Handy, Charles. (1997) The Hungry Spirit: Beyond Capitalism: the quest for purpose in 
the modern world. London, Routledge 
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What, if any, are our modern myths - those that give us individual energy and 
bind our souls together? There seemed to be a vacuum at this very heart of 
making meaning of human existence. Handy attributed the problem to a 
capitalism that was too strong for governments. To control it required a 
critical mass of people to "make the market our servant rather than our 
master". The programme he outlined to satisfy "the hunger for something 
else" was simple: decide who we are, why we exist and what we want from 
life - to define the form of our self-actualisation. 
Life is a chance to make the best of ourselves. ... Most of us are hungry for a self of which we can be proud. More and more 
people, especially the young, in the affluent societies of the 
West, share this hunger. (page 88) 
Handy excels in giving cameo concepts - images that encapsulate multiple 
meanings. The story of the white stone is such. 
I keep a small white stone on my desk... It refers to a 
mysterious verse in the Book of Revelations which goes like this. 
To the one who prevails, the Spirit says, I will give a white 
stone.. . on which is written a name, which shall be known only to the one who receives it. ' 
This was interpreted as representing the "man you might have been": the 
Higher Self: Who You Are: when you become 'all that you can be': other 
phrases for self-actualisation. The hunger - to become all that we can be - is 
emerging in 'the affluent West. That means that increasing numbers of 
people here are reaching up for the highest level of need because their other 
144 Thullier, Pierre; The Great Implosion: a report on the collapse of the West 1999-2002 
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needs are satisfied. Since many people spend most of their waking life at 
work, this hunger for self-actualisation will be more visible there. David 
Packard, co-founder of Hewlett Packard expressed this: 
Why are we here? I think many people assume, wrongly, that a 
company exists solely to make money... We have to go deeper 
and find the real reason for our being. As we investigate this we 
inevitably come to the conclusion that a group of people get 
together ... (as) a company, so that they are able 
to accomplish 
something collectively that they could not accomplish separately 
- they make a contribution to society., a phrase that sounds trite 
but is fundamental. 145 
A new metaphor - work as a heroic quest 
The quest for self-actualisation - for self-fulfillment - suggests a new 
metaphor for organizational life. The notion of the employee pursuing a 
heroic quest for self-fulfillment would accord a more explicit vision to the 
leadership role. As in other quest myths, the hero would need assistance 
from those encountered along the path. Releasing high energy - pride, trust 
and creativity - across the organization, in support of organizational heroes in 
their quests, is part of the leadership task. In the same way that leaders had 
come to realise that 'quality was free', so there is a growing awareness that 
high performing companies need self-fulfilled colleagues - and it is the role of 
leaders to support them. Leadership has always been about inspiration - the 
difference is that now the quality of engagement between workplace leaders 
quoted in Charles Handy (1997) Ibid. 
145 Packard, David quoted in Charles Handy (1997) Ibid. 
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and their followers is being set out more explicitly to engage the whole person 
- body, mind and spirit. 
Without such leadership, organizations became sick and are less likely to 
survive. They need their people - or at least a sizeable chunk of them - to 
become healers of organizational ills. To become healers, people need to 
identify their life purpose and seek to achieve it through their whole life - 
including their work. Handy offered four elements to be resolved in order to 
determine a purpose for our lives: 
" Where are we heading? What does success mean? We all 
need "a dream of what might be to give us energy for the 
journey". 
The doctrine of 'enough': to know what is enough in material or 
achievement terms to enable freedom from the rut of our own 
devising. 
" "A taste of the sublime.. . to give us a hint of... the infinite 
possibilities of life". Spirituality. 
" 'The challenge of immortality". To make a difference to our 
world so that we leave something behind. 
To achieve the life purpose, our reason for living, using these four elements 
becomes a lifelong quest. The popular poster that proclaims "Quality is a 
journey, not a destination" has a point. To find quality of life means seeing 
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each day as a journey, rather than chasing an illusory destination. Handy's 
challenge is: 
... to do something glorious with one's 
life. It is also, I believe, a 
challenge for every organization and every business that has, in 
effect, bought large chunks of other people's lives. ... lt 
is, in fact, 
not only our privilege to be an instrument of the sublime, but our 
responsibility, and it's a lot more fun than looking at a bank 
statement and wondering if that is all there is to life... We need 
the chance, in our work, not just in our leisure, to discover some 
of the truth about ourselves. 
The challenge for leaders is to engage their stakeholders to undertake the 
journey of discovery together to "accomplish together that which they could 
not accomplish alone" and in so doing, to become all that we can be, 
individually, as a team and as a society; at work as well as at home. 
The emerging organizational paradigm 
Over time, there have been a number of respected writers on organizations 
whose ideas that sounded fanciful - even metaphysical. But this study led me 
to a new synthesis suggesting areas for future research. There are seven 
insights to this synthesis - they indicate the emergence of a new 
organizational paradigm. 
The seven insights - adapted from Redfield, James (1993). The Celestine 
Prophecy. New York: Warner Books. 
1 Historical sweep leading to a critical mass 
There has been a definite evolution in the thinking of writers on organizations. 
Earlier authors tended to focus on the physical aspects of organizations and 
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employees - aspects of production, such as Adam Smith and his pin makers, 
Taylorism or Ishikawa and Poke Yoka. More liberal ideas relating to 
management style and motivation succeeded this - McGregor's Theory X and 
Theory Y managers for example. Then the literature on quality focused on 
aspects of leadership with notions of establishing shared vision as a prelude 
to excellence. This was popularised by Peters and Waterman's In Search of 
Excellence. Having engaged with the body and the mind of employees, a 
new page was being written to engage the spirit through work. 
A growing number of writers and practitioners are suggesting that working life 
must become more than just an engagement of the physical or mental 
qualities of a workforce. Maslow and Deming trod the pathway tentatively. It 
is now becoming a well-established road, with the likes of Charles Handy 
writing of 'The Hungry Spirit', Lance Secretan, founder of 'Manpower setting 
out a framework for spiritual organizations, and Bob Flood offering a powerful 
and spiritual critique of Senge's systems thinking. A critical mass is building. 
2 The struggle for power: a matter of energy 
In medieval England, land and physical might equalled power. During the 
Enlightenment, science (knowledge) emerged as a different kind of power. 
The distinction here was between coercive power and expert power. The 
struggle for power was continued during the Industrial Revolution in the UK 
with the growth of capitalism. The ownership of the means of production 
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separated most people into opposing forces of entrepreneurs and workers. 
Throughout the 19th and 20th centuries there was a well-documented struggle 
for power between these two factions. 
More recently the notion of partnership has suggested a third way - perhaps a 
more realistic one. To produce goods or services, each organization needs 
both suppliers and customers. These three sets of people are so thoroughly 
interdependent that it makes no long-term sense to promote situations that 
are win: lose. Suppliers cut corners if their margins are too tight, and 
customers do not return if they have been poorly treated. Forging strategic 
partnerships becomes an imperative on which all depend for the future. 
The struggle is no longer for dominant power: rather for releasing the 
development power; and when co-operation is engaged, it ceases to be a 
struggle. This comes from the energies of all stakeholders who want to 
contribute to mutual development. Such development seeks to ensure 
organizational thriving, not just surviving, by a greater understanding of each 
other's commercial imperatives. To build and sustain these partnerships 
requires new forms of organizations - knowledge organizations. 
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Drucker (1992) clarified the nature of the transformation that was under way: 
We are about half-way through one of the great transformations 
of the world -a transformation in which centuries are 
compressed into decades. This transformation is from a society 
in which the financial and physical capital has been the dominant 
business resource to one in which the dominant resource will be 
Imowledge. 146 
The transformation was taking place against a backdrop of global change in 
just about every sphere of human activity. The ability to capture and retain 
corporate memory under these circumstances offers organizations an edge 
that will help them to thrive. Adding greater emphasis to this analysis, Toffler 
(1997) spoke of the reactions to his work in the 1970's and 1980's: 
At the time, all this (Future Shock) sounded sensationalist to 
many readers. ... And... in 1980, our book "The Third Wave" 
... we were thought by some to be too visionary. Today's knowledge revolution is forcing business to operate in radically 
new, continual shifting ways that stand Second Wave notions 
on their head. ' 
Building a knowledge organization cannot be completed by one person, or 
even by a small group: it will become the role of everyone in the knowledge 
organization. Staff in the 'knowledge organization' are driven by the need to 
self-actualise, and the energy thereby released is phenomenal. People give 
freely because they are proud of their organization: it engages their whole 
146 Drucker, Peter. (1992). Managing for the Future. Oxford: Butterworth-Heinemann. 
147 Toffler, A. and H. in Gibson, Rowan (1997) Rethinking the Future. London: Nicolas 
Brealey Publishing. 
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being and promotes sustainable relationships with all its stakeholders and 
partners. 
3 The metaphysical message 
The underlying principle of partnership is that when honour and respect drive 
our interactions with each other, there is enough for all of us. We just have to 
define what'enough' is and be prepared to share the rest. This 'metaphysical' 
message closely matches the messages of sustainability - not just 
relationships with the environment, but relationships in personal and work life. 
4 Clearing the past 
We are beginning to move beyond the mental models that inhibit us from 
working in this way. Surfacing our underlying assumptions is one strategy, as 
is the notion of discussion and dialogue. Support from outside the 
organization may also be needed to enable us to move on. 
5 Engaging the flow 
In surfacing assumptions, we begin to understand our illusions and we then 
have the choice of replacing them. This can bring about a more critical 
awareness to help us live more consciously. Many aspects of organizational 
life offer a platform for such development. For example, quality management 
systems now include communications with stakeholders as a more central 
feature. With the widespread use of the Excellence Model, there is a real 
272 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
opportunity to engage in strategic alliances for commercial sustainability. The 
increasing emphasis on work-life balance, and the rise in `family-friendly' 
policies in firms may also help us adopt a more balanced and holistic view of 
the people we work with. 
6 The interpersonal ethic 
Within the organization, a shift from functional hierarchies is taking place. 
Multi-disciplinary teams, matrix management, project teams: all are alternative 
ways to bring together a wide range of perspectives, to enhance our 
understanding of the topic under discussion. By listening with respect to 
others' views, we might not reach consensus or accommodation but we are 
certainly able to learn, and to tolerate perspectives that differ from ours. That 
leads to greater insights and improved organizational learning. 
7 The emerging organizational culture 
This has a number of identifiable strands drawn from the literature, the case 
studies and my own reflections: 
Change - evolution - is welcomed as a sign of life. 
Learning becomes more conscious. 
Learning is shared and promotes individual insights, leading to 
organizational learning. 
Learning is based around research and both have an action focus i. e. 
improvement actions. 
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Holism emerges as broader issues are brought into discussions and 
dialogue, e. g. effectiveness, efficiency and ethical considerations. 
A better lifework balance becomes more important as physical, mental 
and spiritual elements are integrated into a more holistic way of living. 
Work as the heroic quest 
All of these insights suggest that our new mythology must include "work as 
the heroic quest (for self-actualisation)". This 'myth' is already on the way to 
achievement for some people. This heroic quest is rarely articulated, but it 
has moved from 'doing' through 'having' to 'being'. Modern organizational 
mythologies are not 'fairy stories' told for entertainment: rather they reflect 
deep-seated values and aspirations, acting as a spur to those engaged in the 
voyage of self-discovery. Put very simply, improving quality in all aspects of 
our lives, including work, is the pathway to be(com)ing All That We Can Be. 
As Gibran said: 
'Workis love made visi6le'". 
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Appendix I 
A brief history of quality 
It seems odd, at first, that the history of quality is the history of measurement. 
However without accurate measurements that can be clearly specified, 
communicated and checked, there can be no quality. In more recent times, 
other aspects have been added, but accurate measurement remains an 
important part of quality. 
  The Ancient World 
The earliest example of standardised weights and measures is the Code of 
Law of Hammurabi, King of Babylon about 1800 BC. This established a 
uniformity of Babylonian weights and measures that is well documented. 
The early Egyptians devised the cubit -a measure of length - and the 
squared cubit -a measure of area - that gained widespread currency in the 
ancient world. In some translations of the Noah story in the book of Genesis, 
the measurements of the Ark are given in cubits. The ancient Egyptians were 
also able to calculate the area of a circle and established a more accurate 
value of pi than many other ancient peoples. They established the 365.25- 
day year, divided it into 12 months with 24 hours per day. Using these 
measures and sophisticated arithmetic and geometry, they were able to plot 
star charts, predict the timing and extent of the periodic Nile flooding, and 
build the pyramids. 
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The ancient Greeks built on this knowledge and Plato, Pythagoras and 
Archimedes are examples of renowned scholars in philosophy, mathematics 
and science. The Romans continued the tradition and their prodigious 
engineering feats demonstrated the value of standardised designs. Some of 
their roads, aqueducts and buildings are still standing all across Europe. 
The early British experience 
In the Early part of the Middle Ages in Saxon times, standards of weights 
were introduced into England. Three hundred years later in the late 14th and 
early 15th centuries, statutes followed setting out standard length and area 
measures. Also during the Middle Ages the craftsmen's' Guilds were 
established across Europe. These associations were intended to protect and 
improve the livelihood of members. As part of this, standards were set for 
quality, working conditions and wages. The wardens of the crafts were 
appointed 'to see the work to be good and right'. From the guilds came the 
practice of hallmarking precious metals. The hallmark bears the makers' 
mark, the mark of the assay office, the year of the assay and the purity of the 
metal -a very old example of an audit trail giving full accountability. 
In each example, the notion of quality existed as something to be identified - 
sometimes in law - and measured. The notion of quality was closely linked 
with everyday life and punishments were sometimes harsh. In the England of 
the Middle Ages a baker whose bread fell below the statutory minimum weight 
had his right hand cut off. This gave rise to the custom of a small makeweight 
288 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
loaf being used with the twelve loaves weighed - and the expression a 
bakers' dozen to signify thirteen. 
Other forms of manufacturing (literal meaning making by hand) were less 
controlled and were largely carried out by individuals or small group. Most 
manufacturing at this time was based on direct commissions by clients; for 
example tailors would make bespoke clothing to order. This small-scale 
manufacturing changed with the Industrial Revolution in the mid- to late 18th 
Century. 
The Industrial Revolution 
Inventions in the textile industry by James Hargreaves, Richard Arkwright and 
Samuel Crompton coupled with ample deposits of iron and coal led to 
mechanisation on a grand scale. The period saw the change from domestic 
to factory production and an increasing move from rural to urban areas. in 
many areas of manufacturing the skills of craftsmen were no longer needed 
and poorly educated workers - many of them children - satisfied the demands 
for exports. As factory owners became more prosperous, many of them 
appointed factory managers and the workforce became mere machine 
operators. In 1776 Adam Smith in the Wealth of Nations famously described 
the increased productivity resulting from the specialisation of labour in the pin 
making industry. As demands for capital investment grew, so too did the 
number of joint stock companies - corporations with shareholders. Adam 
Smith (1776) commented: 
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The directors of such companies, being the managers rather of 
other people's money than of their own, it cannot be well 
expected that they should watch over it with the same anxious 
vigilance with which the partners in a private co-partnery 
frequently watch over their own... Negligence and 
profusion... must always prevail more or less, in the management 
of the affairs of such a company... The only trades which it 
seems possible for joint stock company to carry on 
successfully... are those of which all the operations are capable 
of being reduced to what is called a routine, or such uniformity of 
method as admits of little or no variation. 148 
This is perhaps the first reference to the logical conclusion of the Industrial 
Revolution and mass production - uniformity, variance reduction and control 
in manufacturing. This is the origin of the search for effective measurements 
to guarantee quality in modern manufacturing. 
James Watt (1769-1848) was a friend of Adam Smith. Watt and his colleague 
Matthew Boulton (1770-1842) manufactured their famous steam engines at 
the Soho Foundry. They drew up detailed specifications, controlled materials 
and components, developed standard operating procedures and planned 
production flows. They kept meticulous records on all aspects of the process 
and calculated the profits from the sale of each machine. 
The emergence of Scientific Management in America 
This rise in mass production was not exclusive to Britain. In America Eli 
Whitney (1765-1825) invented the cotton gin for mechanically extracting 
cotton fibre from the seedpods. He applied these mass production techniques 
148 Smith, Adam (1776) The Wealth of Nations 
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to the manufacture of muskets for the US Army. By creating jigs (templates or 
moulds) he was able to speed up the production of muskets for the US Army. 
Whitney also analysed workloads to determine how many operators a 
supervisor could manage effectively - the span of control. 
Another American, Frederick Winslow Taylor (1856-1917) developed work 
analyses still further to create Scientific Management or Taylorism. The 
duties of foremen were clearly defined, and each foreman was given a 
stopwatch. Tasks were broken down into their component elements and each 
element was timed. From these measurements, times to achieve optimum 
performance were recorded and set as work standards. Engineers and other 
specialists also set technical standards for products. To encourage 
productivity improvements, differential piece rates were introduced. 
Taylor's book Principles of Scientific Management (1911) was widely 
acclaimed and the principles were widely applied in The UK and the USA. The 
book was also translated into Japanese. Techniques of mass production led 
to larger manufacturing plants with greater complexity of operations. It 
became clear that supervisors needed assistance to enable them to 
concentrate on production issues. Accordingly, by the end of the 19`h Century 
it was common for inspectors to check the quality of the goods produced. 
These inspectors had no direct involvement with, nor responsibility for, the 
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production process. Inspection had become a separate function and the 
monitoring of quality was removed from those concerned with production. 
The impact of the First World War 
The need for increased production during wartime led to a wider adoption of 
mass production techniques and more inspection. In Britain the Technical 
Inspection Association was formed and incorporated in 1922 as the Institute 
of Engineering Inspection. In 1972 this became the Institute of Quality 
Assurance. This neatly highlights the close relationship between engineering 
and quality. 
Inspection, however, will not give complete reliability of product. It also adds 
to the cost of the product by inserting another stage in the process. in 1924 
Western Electric, the American telecommunications giant set up the 
Engineering Inspection Department at their Bell Laboratories in New York. In 
an attempt to increase customer confidence in their products, Dr. Walter 
Shewart and his team designed the first control charts and started work on 
applying statistical techniques to the measurement and control of quality. Dr. 
Shewart is generally accepted as the inventor of Statistical Process Control 
(SPC). 
Statistical Process Control 
One of the important aspects of SPC is that quality measurement and quality 
control are applied at critical points in the production process, rather than just 
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at the end. The measurements taken are recorded chronologically on the 
control charts. As a result, the operator can determine whether the process is 
still in statistical control, and if not, the operation can be stopped and the root 
cause of the problem investigated and remedied. The opportunities for cost 
savings compared with end-of-line inspections led to SPC becoming the 
standard operating procedure in many manufacturing plants. 
Shewart also highlighted two causes of variation in production: 'common' 
causes and 'special' or 'assignable' causes. The former is part of the system 
and beyond the control of the operator, but the latter can be assigned to a 
specific occurrence. When setting up the control chart, the removal of as 
many 'special' causes as possible is needed so that the system runs in 
statistical control. When production is running, further special causes may be 
discovered and removed. The remaining common causes of variation can 
then be identified and, as far as possible, removed so that the overall 
reliability of the process is increased. The next few years saw a flurry of 
activity in the use of statistical techniques to improve quality. 
In 1925 one of Shewart's colleagues, Harold E. Dodge, developed statistically 
based methods of acceptance sampling. This allowed a judgement to be 
made on the reliability of a complete batch of production by testing only a 
sample of it. Also in 1925 in Britain Sir Ronald Fisher published the details of 
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some experiments concerning potato yields at the Rothamstead Agricultural 
Research Station. 
Shewart's Economic Control of Quality of Manufactured Product was 
published in the USA in 1931 and in the following year he was invited to 
speak in London. His lectures at the University of London in 1932 resulted in 
the formation of the Agricultural Section of the Royal Statistical Society. 
Fisher published The Design of Experiments and the first British standard on 
quality control BS6000 Application of Statistical Methods to Industrial 
Standardisation and Quality Control. 
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Appendix 2 
Gurus of the quality movement 
All disciplines have their respected thinkers: Aristotle and Descartes in 
philosophy, Freud and Jung in psychotherapy, Marx and Keynes in 
economics. The word 'guru' is derived from the Sanskrit word for 
weighty, and was originally used in the East to denote a priest. Later the 
term was extended to indicate a mystical teacher - someone whose 
ideas and thinking transforms people's lives. In the West, the concept of 
transformation of others' thinking is retained and a number of gurus in 
the field of quality have been selected. By examining the work of these 
gurus the development of the discipline can be traced. In the field of 
quality there are three outstanding figures - Deming, Juran and Crosby 
- and a small number of important, but lesser known ones. 
W. Edwards Deming 
Dr. W. Edwards Deming was awarded his Ph. D. in Mathematical Physics in 
1928 from Yale University aged 28. He had met Walter A. Shewart in the 
previous year and they kept in close touch. Deming, like Juran, worked for a 
time at the Western Electric Hawthorne plant in Chicago where Elton Mayo 
conducted his famous experiments in communication and motivation. He 
later moved the US Department of Agriculture, and then in 1936 Deming 
came to England to study under Fisher. In 1939, he moved to the National 
Bureau of the Census and applied Shewart's statistical techniques to some of 
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the routine clerical tasks. This resulted in a six-fold productivity improvement, 
substantial savings and the census being completed earlier than usual. 
As America geared up for war, many unskilled staff were employed in 
manufacturing to meet the increased levels of demand. Quality levels fell and 
by 1942 Deming and Shewart became involved in teaching Shewart's 
methods to industrialists and engineers. The training of designers, inspectors 
and engineers resulted in substantial reductions of scrap and rework, together 
with productivity improvements. In 1946 several people involved with this 
training programme formed the American Society for Quality Control. 
In the boom market that followed the war, everything sold regardless of 
quality. It became clear that many managers were complacent about sales 
and uncommitted to quality. 
The courses were well received by engineers, but management 
paid no attention to them. Management did not understand that 
they had to get behind improvement of quality and carry out their 
obligations from the top down. Any instabilities can help point 
out the times and locations of local problems. Once these local 
problems are removed there is a process that will continue until 
someone changes it. Changing the process is management's 
responsibility. And we failed to teach them that. 149 
Following the war, Deming was invited to visit Japan by General MacArthur. 
His remit was to advise on the national census. The country was still 
recovering from the effects of the atomic bombing raids of August 1945. He 
296 
. __ý, .. s. 
uc^... 3_':. bS. --1. A 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
found time to help statisticians there in studies relating to housing and 
nutrition. During this series of visits he met members of the Japanese Union 
of Scientists and Engineers (JUSE). The Union had been founded in 1946 to 
assist in the rebuilding of Japanese infrastructure after the war. JUSE 
received a visit from Bell Telephone Laboratories to demonstrate the use of 
statistical methods in improving quality. 
JUSE invited Deming back to Japan in 1950 to teach managers and 
engineers about the importance of understanding and controlling variation. 
The Japanese were aware of BS6000 and the Z-1 American Standards 
developed during the war. However the statistical methods were difficult to 
understand and not widely used. Dr. Kaoru Ishikawa wrote: 
In management, Japan also lagged behind, using the so-called 
Taylor method in certain quarters... Quality control was totally 
dependent on inspection, and not every product was sufficiently 
inspected. In those days Japan was still competing with price 
and cost but not with quality. It was literally still the age of 'cheap 
and poor' products. 150 
The Japanese economy was in poor shape and Japanese goods suffered 
from a reputation for shoddiness. Deming set himself a punishing schedule of 
lectures. In the BBC Television series Nippon he recalled: 
149 Mann, Nancy R. (1989) The Keys to Excellence: The Story of the Deming Philosophy, 
London: Mercury 
150 Ishikawa, K. (1985) What is Total Quality Control? The Japanese Way, London: Prentice 
Hall 
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The Japanese appreciated it. They were sorely afraid that they 
had established a reputation for shoddy quality and that they 
could never undo it. I assured them that it would take only a 
short while to undo that reputation and develop a new one. I 
think I was the only man in Japan in 1950 who believed my 
prediction - that within five years manufacturers the world over 
would be screaming for protection. It took four years. 
Deming commented, "If I had to reduce my message for management to a 
few words, I'd say it all had to do with reducing variation. " In addition, Deming 
introduced a systematic approach to problem solving and improvement - the 
PDCA cycle. This is a four-stage cyclic method that includes a feedback loop. 
The stages are Plan, Do, Check, Act. The planning stage corresponds with 
target setting and the check phase is monitoring - the stages commonly 
skimped. Deming's teachings were moving beyond the shopfloor and into the 
boardroom. 
Over 500 managers and engineers were taught by Deming and the Japanese 
managers proved to be a more receptive audience than those in the USA. 
Deming had arranged with JUSE to address senior managers on the roles 
and responsibilities that they must take on if they were to compete on quality 
with international rivals. Deming also added some extra elements that 
became part of the Japanese way of assuring quality. He emphasised the 
need for: 
" Working closely with suppliers to improve the quality and 
reliability of incoming materials. 
. Pro-active maintenance of equipment. 
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" Consumer surveys to establish and measure consumer needs. 
Deming's work enabled the Japanese to rebuild the economy on a peacetime 
basis and establish a strongly competitive presence in international trade. In 
recognition of his services, Deming was awarded the Shewart Medal by the 
American Society for Quality Control in 1956, and in 1960 the Japanese 
conferred upon him the highest decoration for non-Japanese - the Second 
Order of the Sacred Treasure. 
In the early 1970's some large American corporations suffering from 
intractable problems sought out Deming, and later credited him with providing 
the key to their revival. They included Ford Motor Company, and Nashua 
Corporation. Nashua, a Fortune 500 company was based in New Hampshire 
and made computer disks, copiers and other office products. It was one of 
the first Western companies to adopt Deming's principles. Nashua 
subsequently cut its order-entry lead times from eight days to one hour and 
achieved a 70% reduction in customer claims. William E. Conway, Nashua's 
president and later Chief Executive Officer called Deming the father of the 
'Third wave of the Industrial Revolution'. He commented: 
The Japanese manufacturers utilising the statistical control of 
quality are sweeping the world in the second half of the 20" 
century, just as American manufacturers utilising mass 
production swept the world in the first half. 
At last in 1980, NBC screened the documentary 'If Japan Can, Why Can't 
We'? and more people became aware of Deming's work. In 1986 he 
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published Out of the Crisis to explain to American business leaders how they 
could understand and implement '... the total transformation of Western style 
of management. ' 
In the UK, Sir John Egan applied the Deming principles to turn around the 
fortunes of Jaguar Cars in the early 1980s. Egan suggested that Deming's 
1986 book Out of the Crisis should be `required reading for every chief 
executive in British industry who is serious about ensuring the international 
competitiveness of his company'. (Director magazine, September 1988) 
The most famous of Deming's teachings are the 14 points. Dr. Deming 
speaks of these points as obligations. They are a way of thinking rather than 
prescriptions. As such, they are constantly being revised to communicate 
their message as clearly as possible. Henry Neave of the British Deming 
Association produced a summary for the Association Deming's 14 Points for 
Management. In relation to the 14 points, he writes: 
They are not a straightforward, well-defined list of instructions; 
they are not techniques; they are not a checklist; they are 
vehicles for opening the mind to new thinking; to the possibility 
that there are radically different ways of organising our business 
and working with people. 
Deming had become convinced that systems and techniques, although 
important, did not generate progress beyond a certain level. This 
opportunity rested with management and particularly in the style of 
management. Since the majority of quality failures were systemic - the 
result of management actions - Deming was eager to address the 
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behaviour and attitudes of managers. 
This version of the 14 points is taken from Deming's original work, 
summarised by Henry Neave's'. I have taken the liberty of paraphrasing the 
points and the clarificatory notes. 
" Create constancy of purpose 
This stresses the need for tenacity. Deming recognised that it may be 
tempting to `switch off' continuous improvement when short term needs 
become pressing. But the "striving for continuous improvement of products 
and services must be consistent, inexorable and never-ending. It affects 
everything in the company. " 
. Adopt the new philosophy 
By describing quality as a new philosophy, the need for a radical rethink is 
established. The new philosophy will not accept the delays, mistakes and 
defective work that are commonly thought to be inevitable. Deming insisted 
that this required "a total transformation of Western management style. " 
. Cease dependence on mass inspection 
151 British Deming Association (1989-1991) Deming's 14 Points for Management and other 
pamphlets, Salisbury: British Deming Association. 
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Quality needs to be designed in rather than inspected out. Part of this 
transformation is that operators can be relied upon to monitor their own quality 
and produce things properly in the first place. 
" End lowest-tender contracts and build good relationships with 
suppliers 
Partnerships should be formed with suppliers over a long term. This moves 
away from the practice of awarding contracts on the basis of price alone, 
although clearly price is still a constraint. This point is sometimes interpreted 
as having a single supplier, but Deming recognised that this was not always 
possible. The essence is that both supplier and customer are interdependent 
and it is in neither's interests to exploit the other. 
" Forever improve 
"Improve constantly and forever every process for planning, production and 
service. " 
" Train and train and train at all levels 
New skills are required to keep up with the continual changes in materials, 
methods, design, machines, techniques and services. Training is an 
investment, not a cost. 
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. Leadership 
The role of leaders is to help people to do a better job. Deming estimated that 
between 85-90% of quality problems are systemic - caused by the system. It 
is the leader's job to put them right. 
Drive out fear 
Resentful compliance does not produce good work. Building joint working 
relationships and ceasing management by blame will enable areas for 
improvement to be openly identified and acknowledged so that improvement 
processes can begin. This in turn enables quality to become a possibility. An 
interesting by-product is that this also encourages effective two-way 
communication. 
Breakdown barriers between departments and staff areas 
Every fortress will build in difficulties that might lead to internal competition 
rather than addressing joint problems. The language of statistics will provide 
a common vocabulary. 
" Eliminate sloganising 
Slogans, posters and campaigns that exhort the workforce to do better can be 
counterproductive and are probably aimed at the wrong people. They create 
adversarial relationships and a belief that neither side understands the other. 
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" Eliminate quotas and numerical targets 
Deming questioned the wisdom of "performance management based on 
financial incentives". If targets are too easy, operators work at less than full 
capacity for fear the target will be raised. If the targets are too high, short cuts 
are taken that compromise quality. Deming suggested that aid and effective 
leadership are substituted for quotas and numerical targets. 
" Encourage pride of workmanship 
This point suggests that annual merit ratings, performance appraisal and 
management by objectives must all be scrapped. Deming did not mean that 
operators and management should not discuss personal development on a 
regular basis, but he insisted that payment by rating was not conducive to 
quality. He reminded us of school grades and competitive ratings and made 
the point that "most people were marked as second raters and few left school 
with their heads held high, feeling proud of their performance. " Other barriers 
to good performance include poor tools, unreasonable targets, bad material 
and unsatisfactory systems. 
" Self improvement 
This vigorous appeal for a sustained programme of self-improvement mirrors 
the continuous improvement in the production. Deming used the word 
education here, rather than training, believing it to convey more fundamental 
aspects. 
304 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
Transformation is everybody's job 
The final point has developed over the years. A 1985 version read: 
Clearly define top management's permanent 
commitment to quality and productivity and its 
obligation to implement all of these principles. 
In 1986, this was reworded as: 
Put everybody in the company to work to accomplish 
the transformation. The transformation is everybody's 
job. 
It was acknowledged that the commitment of top management was still 
required, but that this alone was not enough. The transformation would only 
be brought about by harnessing everyone's efforts, and this was another key 
task for management. The later language of 'empowerment' was trailed in 
Deming's work. 
Deming also produced a list of Western 'deadly diseases'. They 
included the emphasis on short-term profits and short-term thinking, as 
well as management information systems based only on visible 
numbers. Deming sought to demonstrate that the cost of quality 
although often unknowable, was nonetheless real. 
Deming had become convinced that techniques, although 
important, did not generate progress beyond a certain level. This 
opportunity rested with management and depended particularly on 
the style of management. 
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Joseph M. Juran 
Juran was born in Romania in 1904 and moved to the USA at an early age. 
His initial training was as an electrical engineer, but his varied career path 
included posts as industrial executive, government administrator, university 
professor and management consultant. Juran, like Deming, joined Western 
Electric. Three years after he joined in 1927, Elton Mayo's famous 
experiments in motivation and communication were conducted at the 
Hawthorne plant in Chicago. Later Juran moved to the manufacturing side of 
AT&T as a corporate industrial engineer. 
Juran established his reputation in 1951 with the publication of his Quality 
Control Handbook, the first manual of its kind. He visited Japan at the 
invitation of JUSE in 1954, and his breadth of experience appealed to senior 
Japanese managers. His lectures focussed on the wider issues of quality 
management. JUSE and the Japanese Standards Association followed up his 
lectures with more junior management. As his reputation grew, he became 
consultant to many corporate clients including Texas Instruments, Du Pont, 
Monsanto, Xerox and Motorola. 
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Juran's classic text is Managerial Breakthrough (1964)1S2. He described the 
management role as twofold: 
1) To be the dynamic, decisive driver to break through into higher levels 
of quality performance, managing the change and maintaining the resulting 
gains. 
2) To control, that is, to prevent unfavourable change. 
A brief extract summarises the thinking. 
We can become so preoccupied with meeting targets that we fail 
to challenge the target itself 
Challenging the target was what he meant by breakthrough. The distinction 
was made between controlling - 'improvement through better control by 
making sure that standards were adhered to' and breakthrough - 
'improvement through breakthrough where a whole system is changed. ' All 
management activity is aimed at either controlling or breakthrough. 
Controlling activity tends to be short term, while breakthrough is long term. 
Juran also reached some similar conclusions to Deming in classifying the 
causes of variation. Deming spoke of common and special causes, while 
Juran used the terms sporadic and chronic and pointed out that the workforce 
could do little to address chronic causes, since these were the sole 
responsibility of management. Indeed Juran was probably the first of the 
152 Juran, J. M. (1964) Managerial Breakthrough, Maidenhead: McGraw-Hill 
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gurus to make explicit the interdependence of communication, management 
and people in achieving quality. 
In the Quality Control Handbook, published in 19881S3, edited and largely 
written by Juran, the point was made that ... there's gold in the mine, but you 
have to dig for it. This was a reference to the cost saving that could be 
achieved by making quality improvements. This notion that quality could 
actually save money was new, and managers took some convincing. The 
received wisdom at that time was that quality cost money, and usually slowed 
up production. 
Juran shared Deming's belief that the majority of quality problems were the 
result of the systems and procedures established by management, and 
advocated the use of cross-functional teams to achieve quality improvements. 
He was among the first to recommend the use of the Pareto principle for 
identifying the 'vital few' problems from the 'useful many. He saw each stage 
of the planning, production and distribution process as a chain of suppliers 
and customers. An appropriate type, frequency and method of measurement 
must be used throughout the process, dependent on the stage of the process 
and the people using the measurement. 
153 Juran, J. M. et al (Ed. ) (1988) Juran's Quality Control Handbook, Maidenhead: McGraw- 
Hill) 
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Deming spoke of the importance of the customer, but Juran in Planning for 
Quality (1988)154 expanded upon the theme. He insisted that the identification 
of customers and their needs would help the company to: 
" identify their optimal quality goals, 
" develop metrics to monitor and improve performance, 
" plan processes capable of meeting qualify targets under 
operating conditions and 
" produce continuing results in market share, premium prices and 
the reduction of errors. 
The trilogy of quality planning, quality control and quality improvement was 
expounded in Juran on Leadership for Quality (1989)156. By using the trilogy, 
managers learned how to implement strategic quality measures across the 
company. 
Juran, like Deming was also awarded the Second Order of the Sacred 
Treasure in 1980, after Deming. Kaoru Ishikawa spoke of Juran's impact on 
Japanese manufacturing. 
154 Juran, J. M. (1988) Juran on Planning for Quality, Maidenhead: McGraw-Hill AGG 
"' Juran, J. M. (1989) Juran on Leadership for Quality, London: Collier Macmillan 
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Dr. Juran's visit marked a transition in Japan's quality control 
activities from dealing primarily with technology based in 
factories to an overall concern for the entire management... The 
Juran visit created an atmosphere in which Quality Control was 
to be regarded as a tool of management, thus creating an 
opening for the establishment of total quality control as we know 
it today. 156 (p. 19) 
In the same way that Deming has his 14 points, so Juran offered ten steps for 
quality improvement. 
1 Build awareness of the need and opportunity for improvement. 
2 Set goals for it. 
3 Set up an organization to reach those goals with a quality council in the 
lead. 
4 Training. 
5 Problem solving projects. 
6 Report progress. 
7 Recognise people who produce quality work. 
8 Ensure everybody is informed about the results. 
9 Keep a score of it all. 
10 Maintain momentum by making annual improvement part of the 
company's regular progress. 
Deming and Juran differed little in their conclusions about quality and in their 
methods for its achievement. Deming acknowledged Juran in his work, but 
Juran seemed less willing to recognise the work of Deming. It is reported that 
156 Ishikawa, Kaoru (1985) What is Total Quality Control? The Japanese Way. Englewood 
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there was some rivalry between them, but their joint contribution to the field is 
immense. It may be that they spurred each other on, producing the 
remarkable strides made in such a relatively short time. 
Philip Crosby 
Philip Crosby was a persuasive writer, speaker and broadcaster. Although 
the contribution of his thinking on the subject was not as profound as that of 
Deming or Juran, Crosby made the topic of quality more accessible. His 
message was largely consistent with Deming and Juran, but it was his 
evangelical style that set him apart. Although he insisted that "... a failure in 
quality anywhere is the failure of management", he advocated a celebration of 
'Zero Defects Days'. For many, this came close to exhortation of operators 
when most problems are systemic. His critics argued that the message of 
zero defects did nothing to help companies strive to delight the customer. 
Crosby set out The Four Absolutes'57 that were the basis of all his teachings 
and writings on quality. 
1 Quality has to be defined as conformance to requirement, not 
goodness. 
2 The system for causing quality is prevention, not appraisal. 
3 The performance standard is Zero Defects, not that's close enough. 
Cliffs, NJ: Prentice Hall 
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4 The measurement of quality is the price of non-conformance, not 
indexes. 
Crosby suggested that education was essential for the whole company. He 
spelled out the Six Cs of education as comprehension, commitment, 
competence, communication, correction and continuance. 
COMPREHENSION: The understanding of what is necessary 
and the abandonment of conventional wisdom thinking. 
" COMMITMENT: The expression of dedication on the part of 
management first and everyone else soon after. 
" COMPETENCE: The implementation of the improvement 
process in a methodical way. 
" COMMUNICATION: The complete understanding and support 
of all people in the corporate society including suppliers and 
customers. 
" CORRECTION: The elimination of opportunities for error by 
identifying current problems and tracking them back to their 
basic cause. 
" CONTINUANCE: The unyielding remembrance of how things 
used to be and how they are going to be. 
As part of his 'educational programme' Philip Crosby adapted Dickens' 
Christmas Carol into a story about quality with a central character who is 
subject to all the pressures of an owner/manager in a small firm. The story 
157 Crosby, P. B. (1984) Quality Without Tears: The Art of Hassle Free Management, 
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brought to life some of the implications of the philosophy in ways that rational 
analysis never could, by relating it to the real-life thoughts of a character in a 
business context. 
Crosby suggested there were 14 steps to quality7S8. These were intended as 
guidelines, but like Deming's 14 points and Juran's 10 steps, these were often 
treated as if they were etched in stone. 
" Commitment from management. 
"A quality improvement team to run improvement programmes 
(though its still part of everyone's job). 
" Quality measurement displayed so that everybody can evaluate 
what is happening and do what is necessary. 
"A definition of the cost of quality used as a management tool. 
" The provision of a method of raising quality awareness so that 
everyone has an operational definition of conformance to 
requirement. 
"A systematic method of resolving problems that have been 
identified in the earlier steps. 
0 Launching a zero defects programme. 
" Training supervisors who lead the quality improvement 
programme. 
Maidenhead: McGraw-Hill 
158 Ibid. 
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" Having a zero defects day to make employees realise that 
things are changing. 
Goal setting to turn the pledges that employees are encouraged 
to make into specific improvement goals. 
" Setting up the means by which, when employees meet a 
situation they need to communicate to the manager, there is a 
channel for doing it. Without this the pledge to improve things 
and go for zero defects becomes meaningless. 
" Showing appreciation of those who participate. 
" Setting up quality councils. 
" 'Do it over again. ' This is to emphasise that quality improvement 
programmes never end. 
Armand V. Feigenbaum 
Feigenbaum was the third major American quality expert to visit Japan in the 
1950s. As Head of Quality at the General Electric Company, he dealt 
extensively with companies such as Toshiba and Hitachi. Writing in 1951, 
Armand V. Feigenbaum in Total Quality Control 19defined quality as 
... the total composite product and service characteristics of 
marketing, engineering, manufacture and maintenance through 
which the product and service in use will meet the expectations 
of the customer. 
159 Feigenbaum, A. V. (1991) Total Quality Control, Maidenhead: McGraw-Hill (4e 
Anniversary edition) 
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He made explicit the notion that ALL functions were involved in quality, not 
just manufacturing - foreshadowing the body of literature on empowerment in 
the 1980s. He also augmented Deming's point about abolishing reliance on 
wholesale inspection by arguing that quality needed to be designed into the 
product, rather than inspected out of it -a point later developed by Taguchi. 
In this respect, Feigenbaum seems astonishingly modern in his thinking. 
In Total Quality Control180 Feigenbaum set out the quality system needed to 
provide the structure and tools to manage quality. He placed a strong 
emphasis on quality leadership. A Total Quality System was defined as: 
The agreed company-wide and plant-wide operating work 
structure documented in effective, integrated technical and 
managerial procedures for guiding the co-ordinated actions of 
the people, the machines and the information of the company 
and plant in the best and most practical ways to assure customer 
satisfaction and economical costs of quality. 
Again it was stressed that the need for quality mindedness must be present at 
all levels and quality control in an organization was seen as both a channel for 
communication of information on product quality and one means of enabling 
participation in the quality programme. 
His work on costs suggested that the operating costs of quality could be 
divided into: 
0 Prevention costs - including quality planning 
160 Ibid. 
315 
Spirit of Change: a quest for the heart of quality - Jean Garrod 
" Appraisal costs - including inspection. 
" Internal failure costs - including scrap and rework. 
" External failure costs - including warranty costs and product 
recall. 
Reductions in these costs result from establishing a total quality system 
because: 
" The identification and implementation of effective customer- 
oriented standards ensures that product quality becomes 
optimal, given use. 
" Expenditure on prevention can lead to a huge reduction on 
internal and external failure costs. 
Dr. Feigenbaum founded the International Academy for Quality and was past 
president of the American Society for Quality Control. In 1988 he was 
appointed to the board that administered the Malcolm Baldridge National 
Quality Award Programme. This Programme sought to bring together the 
best thinking on quality, and to recognise its achievement within US 
organizations. 
Kaoru Ishikawa 
Dr. Kaoru Ishikawa was born in 1915 and graduated from Tokyo University in 
1939 with a degree in applied chemistry. In 1948 he began to study statistical 
methods. By 1949 he had joined JUSE's Quality Control Research Group. 
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Deming's visit to Japan in 1950 so impressed Ishikawa that he made it 
compulsory for his engineering students to study the application of statistical 
methods for quality control. He contributed greatly to the turnaround of the 
Japanese economy in the post war period. 
He published in 1952 the diagram known as cause and effect, fishbone or the 
Ishikawa diagram. Along with a battery of other statistical techniques, 
including Pareto charts, and scatter diagrams, this provided a technique to 
measure, control and improve processes. He went on to pioneer quality 
circles, initiate quality conferences, contribute regularly to quality journals and 
worked closely with the Japanese Industrial Standards Committee. 
Ishikawa was able to make the technical methods accessible to all levels 
within an organization, and he championed the use of The Seven Tools of 
Quality Control: 
" Pareto charts - to prioritise action. 
" Cause and effect diagrams - to identify causes of variation. 
" Stratification - to divide data into subsets. 
" Check sheets - for data collection. 
" Histograms - for the graphical display of variation. 
" Scatter diagrams - to confirm relationships between two factors. 
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" Shewart's control charts and graphs - to monitor and control 
variation. 
Ishikawa's main contribution to the quality movement is the development of 
graphical representation of statistical information, to be used in teams at all 
levels of the organization. This enabled the sharing of information in a format 
that was more easily understood and helped to reduce communication 
difficulties. The techniques were used for the measurement, evaluation, 
control and improvement of all business activities, not just product quality 
control. 
Following the visits of Deming and Juran in the early 1950's, Ishikawa played 
a key role in establishing the company-wide quality control movement that 
Japan is noted for. Quality Control Circles (QCCs) are a feature of this 
approach. Ishikawa demonstrated his commitment to the education for 
everyone required by such a system, by becoming chairman of the editorial 
board of a low price journal published by JUSE - Quality Control for the 
Foreman: a guide to quality control. The journal was built on the success of 
Statistical Quality Control -another regular JUSE publication. The purpose of 
the new magazine was to reach out to front-line people with the quality 
message and techniques. Quality Control Circles (QCCs) began in Japan as 
study groups, with discussion of the concepts and methods advocated in the 
new journal, with a view to trying them out in their own work areas. 
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The QCC concept was widely and rapidly adopted both in manufacturing and 
in service organizations, encouraged by books, seminars, annual conferences 
and visits to other plants. Ishikawa was central to this growth and for setting 
out the guidelines for circles. It is perhaps this feature more than any other 
that distinguishes Japanese industry from that in the Western world. To form 
some idea of the commitment to quality, and the impact that QCCs had on 
industrial culture, it is useful to examine them in greater detail. QCCs vary 
between plants, but as a general guide: 
" Groups of 5 to 10 people from the same work area meet 
regularly to identify, investigate, measure and discuss work 
related problems. 
" The circle has a leader - either a foreman or one of the group. 
" The seven quality tools are used. 
" The team identifies solutions to the problems and either 
implements them directly or seeks authorisation to do so. 
" Attendance at the circle is voluntary and circle members receive 
no reward. 
The aims of QCCs are to: 
" Contribute to the improvement and development of the 
enterprise. 
" Respect human relations and build a happy workforce offering 
job satisfaction. 
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" Deploy human capabilities fully and draw out the infinite 
potential therein. 
Ishikawa is regarded as 'the father of Japanese quality' and the award of 
many honours in the field of quality bear testament to his importance. He was 
awarded the Deming Prize, the Nihon Keizai Press Prize, the Industrial 
Standardisation Prize and the Grant Award. This last was presented by the 
American Society for Quality Control in 1972. He became chairman of the 
Japanese chapter of the International Standards Organization in 1977. 
Ishikawa died in 1989. 
Genichi Taguchi 
Bom in Japan in 1924, Genichi Taguchi was the second of Japan's quality 
gurus. He was recruited in 1949 to improve the efficiency of the research and 
development activities in the Electrical Communications Laboratory of the 
Nippon Telephone and Telegraph Company. His first book, published in 
1951 earned him the Deming award for literature on quality. The book 
introduced statistical methods for minimising the number of trials necessary to 
produce a satisfactory design. During 1954-5 he visited the Indian Statistical 
Institute and met Shewart and Fisher. Part of Taguchi's methodology is 
based on Fisher's work in England, but adapted for industrial applications. 
Taguchi spent 12 years with the Electrical Communications Laboratory and 
consulted with many Japanese companies, including Toyota. As with 
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Ishikawa, he was able to make the complex statistical methods 
comprehensible to a lay audience. Taguchi's aim was to build quality into 
processes and products at the design stage. By using design experiments 
Japanese industry have been able to reduce dependence on inspection and 
process control measures. 
With new products and new processes there were many possible factors that 
could contribute to the quality and consistency of the product. To discover the 
important ones, how important each of them was and whether that importance 
varied with conditions could take a very long time indeed. Taguchi devised a 
standard set of tables to optimise the number of experimental trials needed 
initially. 
These `orthogonal arrays' reduce the number of tests 
dramatically by giving an experimental design pattern 
which ... gives sufficient measure on each (factor) to enable decisions to be made. ... As an example, seven different factors 
each at two levels would require 128 experiments if tackled 
conventionally; Taguchi uses just eight. For six factors at five 
levels, equivalent to 15,625 combinations, Taguchi would carry 
out 25 experiments initially. 
The Quality Loss Function, developed by Taguchi in the early 1970s enabled 
the measurement and evaluation of design decisions on a financial basis. 
This helped to answer the question Is it worthwhile, in market terms, to make 
quality changes? Taguchi's approach was not widely used in Europe until the 
Institute of Statisticians conference in London in 1987. In America companies 
including Ford, Xerox and ITT have used Taguchi's methodology. 
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Shigeo Shingo 
Shigeo Shingo is less well known in the West than Ishikawa and Taguchi. 
Bom in Japan in 1909, he graduated from the Yamanashi Technical College 
in mechanical engineering in 1930. He joined the Taipei Railway Factory in 
Taiwan where he introduced the methods of scientific management. In 1955 
he became responsible for industrial engineering and factory improvement 
training at Toyota Motor Company, then from 1956 to 1958 he worked at 
Mitsubishi Heavy Industries in Nagasaki. During this time, Shingo halved the 
time taken for hull assembly of a 65,000-ton supertanker from four to two 
months. 
Shingo developed the concept of poka-yoke - 'error proofing' (originally he 
called this baka-yoke - foolproofing - but changed it following complaints). 
Similar techniques were being deployed in the West, but the emphasis was on 
safety - in Japan it was on quality. The focus in the West was protecting the 
employee; in Japan it was protecting the product. 
A distinction was drawn between errors and defects, with the latter caused by 
the former. The notion was to detect errors at once, tum off the production 
line, rectify the cause of the error, and then restart the line. Many devices in 
the course of production could accomplish detection of error - thermostats, 
pressure sensitive switches and photoelectric cells, for example. Once 
detected, regulation intervened either by warning (flashing light, alarm buzzer) 
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or by taking control (automatic machine shut down) or both. In this way, 
errors need not lead to defects. 
Shingo had been a firm believer in SPC since he first learned about it. 
Gradually, as he developed his poka-yoke systems, his enthusiasm for SPC 
faded. SPC uses sampling techniques, with the risk that defective products 
still get through the system: poka-yoke allows 100% inspection and rendered 
measurement unnecessary. Additionally, his method prevented defects, 
rather than detecting, measuring and reacting to them. In 1977 the superiority 
of his system over SPC was demonstrated as a plant in Matsushita's Washing 
Machine Division had seven months of defect free operation in their drain pipe 
assembly line. 
In 1969 at the Toyota plant, Shingo developed an improvement methodology 
known as single-minute exchange of die or SMED. This technique was used 
to minimise the amount of time taken in changeovers. The flexibility afforded 
by the system reduces downtime and profitability, as well as inventory - there 
is less need to hold stock to cover against hold-ups. Shorter runs are 
possible so smaller markets can be catered for economically. 
Volkswagen in West Germany could set up a 10,000-ton press in two hours; 
at Toyota it took twice as long. Within six months of SMED being introduced, 
the set-up time at Toyota had been reduced to an hour and a half. Within a 
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further three months the time was down to three minutes! Other examples 
show similar results - set up times reduced from six hours to six minutes and 
the work-in-progress inventory cut by 90%. The improvements were 
accomplished by using a variety of simplification and de-skilling methods such 
as jigs, clamps, quick release fastenings, standardisation of fittings. 
With production hold ups reduced so dramatically, and output guaranteed by 
poka-yoke techniques, then just-in-time (JIT) operating methods and non- 
stock production becomes possible. Shingo was influential in the introduction 
of these processes within several companies and Toyota in particular. 
Shingo was awarded the Yellow Ribbon Decoration in 1970 for his services in 
improving production. He wrote more than 14 major books, several of which 
have now been translated into English and other European languages. 
Shigeo Shingo died in 1990. 
Dr. Claus Moller 
Dr Claus Moller is the Danish founder of Time Manager International (TMI). 
He is included here because his courses on time management have reached 
a wide audience, and speak of personal quality. His book Personal Quality 
published in 1988161 asserted that personal quality was the basis from which 
all other aspects of quality flowed. Those involved in quality improvement 
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must be inspired to do their best, and personal development of the individual 
is the key. This was similar to the philosophies of other gurus, but with a 
more explicit emphasis on the individual. He suggested that there are two 
standards for personal quality that can usefully be measured: 
" IP level - Ideal Performance level, reflecting the individual's 
desires, expectations and demands, and 
" AP level - Actual Performance level; the current level of 
achievement. 
He suggested that the IP level was set early in life and was fairly stable over 
time, while the AP level varied with the situation. The AP level could be 
raised or lowered by external influences such as praise, recognition or 
reprimands. It was closely associated with self-esteem. The difference 
between the two represented the potential for development and personal 
growth. Moller believed that high self-esteem led to improved quality, which 
led to improved self-esteem. This virtuous circle could be engaged at work for 
organizational improvement. In applying this to quality programmes, the 
inference can be drawn that if self-esteem is not specifically addressed then 
the quality programme is likely to be much less successful, and may even fail. 
161 Moller, C. (1988) Personal Quality, Denmark: Time Manager International A/S 
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Appendix 3- Copy of Force Training Managers' Conference 
Questionnaire 
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li 
i! 
:I 
National Police Training 
NATIONAL POLICE TRAINING - RESEARCH INTO QUALITY 
I am researching into quality of training in NPT as part of my PhD. I am especially keen to 
discover what people mean when they talk about "quality" in training. You will sec there is 
no space for your name/force here (although you may wish to add these details). The 
information provided will help me to set the rest of my research into context, and your 
contribution will be very valuable indeed. I do hope you will complete this questionnaire 
(about 15 minutes) and hand it back to me during the conference. 
1. What training do you carry out at your Centre? 
................................................................................................................................................... 
................................................................................................................................................... 
................................................................................................................................................... 
................................................................................................................................................... 
2. What is the size of your force? 
................................................................................................................................................... 
................................................................................................................................................... 
3. How many people were trained by you in the last year? (Approximately) 
................................................................................................................................................. 
.. 
................................................................................................................................................... 
32(. a) 
4. How important is it that you provide quality training? (Please circle) 
Why? 
......................................................................................................................................... 
......................................................................................................................................... 
......................................................................................................................................... 
......................................................................................................................................... 
5. Which of the following indicate high quality training for you? (Please tick as many as 
apply. 
..................................................................................................................................................... 
..................................................................................................................................................... 
..................................................................................................................................................... 
Low 
High standards of excellence 
Delivering what the end users want 
Meeting trainers' objectives 
Trainees' comments 
Meeting training targets 
Others (please give details) 
1234 High 
r7 Delivering what the trainee wants EI 
EI Trainees who do well afterwards El 
El Number of course attendees El 
Continued contact with trainees El 
Meeting force indicators EJ 
Fý 
6. Which of these is your top measure of quality? 
ýý 
High standards of excellence 
Delivering what the end users want 
Meeting trainers' objectives 
Trainees' comments 
Meeting training targets 
p: typ ists\dir'stu\garrod\question. doc 
Delivering what the trainee wants El 
Trainees who do well afterwards 0 
Number of course attendees 0 
Continued contact with trainees 0 
0 Meeting force indicators 0 
2 
7. How would you rate the quality of your training? (Please circle) 
Low 1234 
Why? 
High 
......................................................................................................................................... 
......................................................................................................................................... 
......................................................................................................................................... 
......................................................................................................................................... 
8. What would help you to improve the quality of your work? (Please tick all that 
apply). 
More staff staying on 
More staff 
More staff skills 
More interest from force 
Others (Please give details ) 
Q More resources Q 
Q Fewer legal changes 0 
Q Communication Q 
Q Better buildings Q 
D 
................................................................................................................................................... 
................................................................................................................................................... 
................................................................................................................................................... 
................................................................................................................................................... 
9. Which of the above would you put top of your list for quality improvement? 
................................................................................................................................................... 
10. Where are your training staff trained? 
................................................................................................................................................... 
................................................................................................................................................... 
................................................................................................................................................... 
11. How do you judge the quality of the courses provided by Harrogate? (Please tick all 
that apply). 
Trainers who can do their job well 
Trainers who develop over time 
Trainers who get on well with staff 
Visits made by yourself to Harrogate 
Others (Please specify) 
Trainers who know a lot 
Trainers who get on well with students 
What trainers say about their course 
The Directors of Study on the course 
F-I 
................................................................................................................................................... 
................................................................................................................................................... 
................................................................................................................................................... 
12. Are you aware of any evaluations carried out on the training provided by Harrogate? 
Yes F] No 
13. Would it be helpful to get a copy of any such evaluation? 
Yes No 
14. How would you rate the quality of courses provided by Harrogate? 
Trainer Development Programme: 
Low 1234 
Trainer Development Officers Course: 
Low 1234 
Physical Education and Personal Safety Trainers Course: 
Low 1234 
Others: 
High 
High 
High 
....................................................................................................................................... 
....................................................................................................................................... 
....................................................................................................................................... 
ýý ýý ....................................................................................................................................... 
Qi 
Q 
QI 
I 
p: typists\dir'stu\garrod\question. doc 
4 
15. If you have rated any courses as 1 or 2 (low) quality, what improvements would you 
like to see? 
................................................................................................................................................... 
................................................................................................................................................... 
................................................................................................................................................... 
................................................................................................................................................... 
16. If you have rated a course 3 or 4 (high) quality, what do you see as the main reason(s) 
for this? 
................................................................................................................................................... 
................................................................................................................................................... 
................................................................................................................................................... 
................................................................................................................................................... 
Thank you for your time 
Jean Garrod 
February 1987 
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Appendix 4- Copy of Training Department Questionnaire 
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QUESTIONNAIRE - VIEWS ON QUALITY OF TRAINING 
This questionnaire will take you about ten minutes to complete. The 
results will form part of my Doctorate research on quality in education 
and training. I would be grateful if you could complete it and return it to 
me: 
Jean Garrod 
National Police Training 
Yew Tree Lane 
Pannal Ash 
Harrogate 
North Yorkshire 
HG29JZ 
Fax 01423 859132 
You are not required to give your name, but if you are willing to be 
contacted further, please print your name and a contact telephone 
number on this page. 
The first part of the questionnaire asks for some details about you, to 
assist in analysing the results of the questionnaire. 
Would you describe yourself as : (please tick) 
a manager Qa student Q 
a trainer Q other (please give details) 
Are you: 
male Q female Q 
police officer Q civilian 0 
Age group: 
20-29 Q 50-59 Q 
30-39 Q Over 60 Q 
40-49 Q 
The rest of the questionnaire is to identify a rank order of personal 
preferences by which people define "quality" training. There are no right or 
wrong answers, but there are different views on what is more or less 
important. A previous questionnaire identified a range of indicators - this 
questionnaire helps to give a rank order for them. The above information will 
help me to see whether the rankings are related to age, gender or role . 
QUESTIONNAIRE FOR MANAGERS/TRAINERS/STUDENTS 
From the following pairs of statements, choose the statement which 
best reflects your view. Indicate your choice by marking the appropriate 
box. Please choose ONLY one in each pair, however difficult that 
choice may be. 
A good trainer is one who: 
Pair number I 
has high standards of excellence 
meets his/her own clearly defined objectives 
Pair number 2 
meets training targets 
meets force indicators 
Pair number 3 
meets community needs 
delivers what end users want 
Pair number 4 
gets positive comments from trainees 
has an impact on trainee job performance 
Pair number 5 
meets training targets 
has high standards of excellence 
Pair number 6 
meets community needs 
has an impact on performance 
Pair number 7 
meets his/her own clearly defined objectives 
meets force indicators 
Pair number 8 
delivers what end users want 
gets positive comments from trainees 
Pair number 9 
has high standards of excellence 
meets force indicators 
Pair number 10 
meets training targets 
meets his/her own clearly defined objectives 
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Pair number 11 
meets community needs 
gets positive comments from trainees 
Pair number 12 
delivers what end users want 
has an impact on trainee job performance 
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Pair number 13 
meets force indicators Q 
meets community needs Q 
Pair number 14 
gets positive comments from trainees 
has high standards of excellence 
Pair number 15 
meets his/her own clearly defined objectives 
has an impact on trainee job performance 
Pair number 16 
delivers what end users want 
meets training targets 
Pair number 17 
has high standards of excellence 
meets community needs 
Pair number 18 
gets positive comments from trainees 
meets force indicators 
Pair number 19 
delivers what end users want 
meets his/her own clearly defined objectives 
Pair number 20 
has an impact on trainee job performance 
meets force indicators 
Pair number 21 
gets positive comments from trainees 
meets training targets 
Pair number 22 
delivers what end users want 
has high standards of excellence 
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Pair number 23 
meets his/her own clearly defined objectives 
meets community needs 
Pair number 24 
has an impact on trainee job performance 
meets training targets 
Pair number 25 
gets positive comments from trainees 
meets his/her own clearly defined objectives 
Pair number 26 
has high standards of excellence 
has an impact on trainee job performance 
Pair number 27 
meets force indicators 
delivers what end users want 
Pair number 28 
meets training targets 
meets community needs 
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Appendix 5 List of documents from the case studies 
THE HUMBER REFINERY 
1987 "Quality and You" Scriptographic Publications Ltd 
"Conoco Quality Policy: ISO 9002 and You" SHEAQ Department 
"What is Quality" John Grant, General Manager, Quality Processes (January) 
"Achieving the Vision: Humber Vision" Conoco Ltd (16th October) 
1995 "Conoco Employee Opinion Survey: Humber Refinery" Questar 
Organizational Consulting & Research (December) 
"Report by the Goals and Expectations Team" (1 9th January) 
1996 "Continuous improvement through self-assessment" CLLT Presentation 
(January) 
"Achieving the Vision Roll-Out: Benefits and Concerns" (no author cited) 
(22"d August) 
1996? 'The Results Are In: Conoco Employee Opinion Survey" (no author 
cited) 
(undated) "Total Quality" (no author cited) 
(undated) "The Humber Refinery" (no author cited) 
(undated) "Training Strategy" Barry Kendall 
(undated) "Special Thanks" (no author cited) 
(undated) "Refinery self-assessment" Conoco (UK) Ltd 
PowerPoint presentations - all undated, no author cited 
"Conoco and Du Pont" 
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T. I. Du Pont de Nemours" 
"Adapting to life after re-engineering" 
"Refinery Vision Statement" 
MERSEYSIDE POLICE 
1991 HMIC: A guide to designing performance indicators - Steve Love 
1996 Continuous Improvement Project- Gill Longford 
1997 Corporate Strategy 1997-2002 
1997 Strategic Planning Handbook - First edition (June) 
1997/8 Evaluation of Phase 1 by Graham Howard 
1998/9 Merseyside Policing Plan 
1998/9 St Helens Area Plan 
1998 Assessors Course pre-read 
1998 Assessment Document - Merseyside (March) 
1998 Performance Indicators Issue No 36 (April) 
1998 St Helens Area Self Assessment: Feedback document 
1998 Areas identified for improvement 
1998 Strategic Planning Handbook (June) 
1998 Chief Officer responsibilities (1 September) 
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Appendix 6- Schedule of Concerns Questionnaire 
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Suggestions for distribution of questionnaire 
Copies to each Division: 
1 Production Division 5 Division D 
2 Division A6 Technical Services 
3 Division B7 Central Services 
4 Division C 
Within each Division, copies to people at different levels, which might correspond to: 
a) Head of Division (1 copy) 
b) Senior managers (1-2 copies) 
c) Middle managers (3-4 copies) 
d) Supervisors (4-5 copies) 
e) Shopfloor operatives (8-10 copies) 
TOTAL 17 - 22 
Responses needed from you... 
In each case, there should be a spread across shifts, so that differences can be 
identified. It is envisaged that each batch of questionnaires would carry the name of 
the division, and would be colour coded to reflect the level of respondents. In this 
way, similarities across divisions can be identified. Does this seem reasonable? 
I don't know the numbers in each Division, and it may be that these numbers are wildly 
inappropriate - do let me know! Questionnaires generally attract a response rate of 
about 5-10%, how many copies would I need to distribute to get the numbers indicated 
above?? 
To help get a good response rate, I'd be grateful if you could arrange for the 
questionnaire to be piloted in small sample group (about 5 people should be enough) 
to pick up any ambiguities, difficulties or other shortcomings on my part, so that the 
questionnaire can be appropriately amended prior to full scale trialling. 
Many thanks! 
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QUESTIONNAIRE FOR HUMBER REFINERY 
PhD RESEARCH PROJECT - CONTINUOUS IMPROVEMENT 
CONCERNS QUESTIONNAIRE - Please complete and return by 14 May, 1996 
In order to identify your answers and preserve anonymity, please give the last four 
digits of your home telephone number: 
Your answers will be treated in the utmost confidence. To help me develop my PhD 
project, I will need to follow up some responses with interviews. An appeal for 
respondents (by the number given above) will be made, and I hope you will feel able 
to help, if your number is selected. Again, all answers will be kept anonymous. 
Your answers will be treated in the utmost confidence. To help me develop my PhD 
project, I will need to follow up some responses with interviews. An appeal for 
respondents (by the number given above) will be made, and I hope you will feel able 
to help, if your number is selected. Again, all answers will be kept anonymous. 
It would be really helpful to know your division, and your level in it so that I can 
compare findings. Please tick as appropriate. 
Product Division Division D 
Division A Technical Services 
Division B, Central Services 
Division C 
Division Manager 
RLT Direct Report 
Day Staff 
Shift Leader, eg Field Leader, Plant Leader, 
Refinery Protection Leader, etc 
Shift staff, eg Process Tech, Operator, 
Shift Maintenance Tech, etc 
330 0 
The purpose of this questionnaire is to determine your present concerns about your 
involvement, or potential involvement with continuous improvement. 
Some questions may have concerned you in the past, but don't any more. Circle A to 
show this. 
Some questions may be of little relevance to you at the moment. If so, circle B on the 
scale next to that question. 
Some questions will represent concerns you do have at the moment, so you should 
circle C on the scale. 
EXAMPLE 
This statement is not true of me now 
This statement seems irrelevant to me now 
This statement is true of me now 
AB 
ABC 
ABC 
ABC 
C 
Not true of me now Irrelevant to me now True of me now 
1I know of some approaches to continuous improvement 
that are useful in my work. ABC 
2I don't know of any attempts at continuous improvement 
at the Humber Refinery. ABC 
3I don't think the staff at Humber will not be helped by 
continuous improvement. ABC 
4 I'm worried I might fall behind in my work if I try to 
continuous improvement. ABC 
5 I'd like to help other staff with continuous improvement. ABC 
61 'Know a bit about continuous improvement at the 
Humber Refinery. ABC 
7 I'd like to know the possible effect on me of using 
continuous improvement methods. ABC 
ABC 
Not true of me now Irrelevant to me now True of me now 
8I wonder if I can work efficiently if I use continuous 
improvement methods ABC 
9 Continuous improvement is more interesting to me if I 
can change it to meet my needs. ABC 
10 I'd like to see how people in other places use 
continuous improvement in their work. ABC 
11 I'm worried about how continuous improvement affects our 
staff team. ABC 
12 I'm not involved in continuous improvement at the 
Humber Refinery. ABC 
13 I'd like to know who would make decisions on how 
continuous improvement is used in my work. ABC 
14 I'd like to discuss how I could use continuous 
improvement in my work. ABC 
15 I'd like to know what resources are available if I 
decide to use continuous improvement. ABC 
16 I'm worried there may be difficulties in using 
continuous improvement. ABC 
17 I'd like to know how my methods of work would be 
changed by using continuous improvement. ABC 
18 I'd like to meet people in other places with a similar 
job to mine, and see how they're getting on with 
continuous improvement. ABC 
19 I'm concerned about the impact on staff. ABC 
20 I would like to change the approach used here in 
continuous improvement. ABC 
21 My job takes all my time, and I don't have extra 
time for continuous improvement. ABC 
22 Based on my experience, I would 
like to modify our approach to continuous improvement. ABC 
C 
Not true of me now Irrelevant to me now True of me now 
23 Although I don't know about continuous improvement 
at the Humber Refinery, I am interested in finding out. ABC 
24 I'd like to see more staff becoming enthusiastic 
about this approach. ABC 
25 I'm worried about time I might have to spend on 
problems with continuous improvement when 
its new to me. ABC 
26 I'd like to know what continuous improvement could 
mean for my work. ABC 
27 I'd like to work with other people to get the best out 
of continuous improvement. ABC 
28 I'd like more information on the time and effort 
I'd have to put into continuous improvement. ABC 
29 I'd like to know what people in other places 
are doing in continuous improvement. ABC 
30 I'm not interested in continuous improvement. ABC 
31 I'd like to know how I can do even better on 
continuous improvement. ABC 
32 I'd like to see staff feedback used to refine the 
continuous improvement approach. ABC 
33 I'd like to know how my role will change if I use 
continuous improvement. ABC 
34 If continuous improvement takes time to implement, 
I'm worried I won't get my work done. ABC 
35 I'd like to know how continuous improvement is 
better than what we do now. 
Thank you. Please return by 14 May 1996 to Pete Smart. 
ABC 
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Appendix 7- Stages of Concern Technical Note 
The Concerns-Based Adoptions Model - Measuring Stages of Concern 
about the innovation 
The Schedule of Concerns questionnaire grew out of earlier research 
conducted by Frances Fuller in the mid- and late 1960s. As a counselling 
psychologist, Fuller approached her studies from a clinical, rather than a 
pedagogical viewpoint. Based on a series of group counselling sessions and 
subsequent interviews with student teachers, Fuller proposed a 
developmental conceptualisation of the concerns of teachers. Previously- 
published research, comprising sets of independent studies, testified to a 
series of teacher problems and anxieties which, when combined with Fuller's 
own clinical assessments, provided a basis for categorising the nature of 
concerns of pre- and in-service teachers. In addition it appeared that these 
concerns appear in a natural sequence, which is unrelated to the quality of the 
teacher education programmes. 
In the 1970s, Fuller proposed a model for personalised teacher education, 
and pursued further research into the dynamics of teachers concerns (Fuller, 
Parsons and Watkins, 1973) and their assessment, arousal and resolution 
(Fuller and Manning, 1972; Fuller and Bown, 1975). This work served as the 
basis for the Stages of Concern about the Innovation dimensions of the 
Concerns-Based Adoption Model. 
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In the academic year 1969-70, staff in the Research and Development Centre 
for Teacher Education (RDTCE) at the University of Texas, observed that 
professors and teachers involved in change were expressing similar concerns 
to those identified by Fuller. Over the next three years, staff collected 
qualitative data documenting the concerns expressed by adopters of various 
educational innovations162. In time, seven Stages of Concern (SOC) about 
the innovation were identified tentatively. The concerns appeared to arise in a 
predictable order, depending on the level of familiarity with the innovation, and 
skill in using it. 
The Concerns-Based Adoptions Model posits a predictable sequence of 
concerns that emerge in response to a change. The model's underlying 
assumptions include: 
0 Change is a process, not an event. 
" Change is a highly personal experience for the individual, 
requiring a large investment of time, energy, thought and 
feelings. 
" Change entails developmental growth in terms of feelings about 
the innovation, and skills in using it. 
162 Hall, G. E., Wallace Jr., R. C. and Dossett, W. A. (1973). A developmental 
Conceptualization of the Adoption Process within Educational Institutions. Research & 
Development Center for Teacher Education, Austin, Texas: University of Texas. 
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" Those people charged with facilitating change could offer more 
effective support if diagnostic information is available to show 
what concerns people have about the innovation. 
" The users perceptions of the innovation and its character make 
a real difference in the success of the innovation and its 
dissemination. 
The research by Hall et a1163 identified 7 stages of concern. They sought to 
quantify these stages and measure the development of concerns over time. 
The seven categories are: 
0 Awareness: little concern about or involvement with the innovation. 
1 Information: a general awareness of the innovation and interest in 
finding out more about it. 
2 Personal: insecurity about the demands of the innovation and the 
individual's ability to meet these demands. 
3 Management: attention is focussed on the processes and tasks of 
using the innovation. 
4 Consequence: the impact on the client group is the dominant concern 
here. 
5 Collaboration: a wish to co-operate with others in sharing information 
about the use of the innovation. 
163 Hall, G. E., George, A. A., Rutherford, W. L. (1979). Measuring Stages of Concern about the 
Innovation: a Manual of Use for the SOC Questionnaire, Report No. 3032: Research & 
Development Center for Teacher Education, Austin, Texas: University of Texas. 
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6 Refocussing: exploration of the wider benefits of the innovation, 
including major changes to the innovation to make it more effective, or its 
complete replacement with a more powerful alternative. 
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Appendix 8- Feedback Letter from Merseyside Police 
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Merseyside Police 
Force Development Office 
" Police Headquarters 
Canning Place 
Liverpool 
L69 1JD 
Mrs J. Garrod 
Head of Quality Assurance 
National Police Training 
Yew tree Lane 
Pannal Ash 
Harrogate 
N. Yorkshire HG2 9JZ 
22/07/99 
0 
Thank you very much for the work you have done in relation to the above evaluation. I know that you 
have put a considerable amount of effort into it. 
Following your presentation of the document to the Force we have had the opportunity to study it, and 
assess the possible impact it makes on us. 
Dear 
Re: Merseyside Police EFOM evaluation - `The Race for Quality' 
As per your request please find attached a report which summarises the feedback we offer in relation to 
the report and its content. As discussed, there are a number of excellent points within the report which 
we shall be taking forward in our development of the use of the EFQM model. There were also a few 
factual errors in the report which as I mentioned could have been avoided had we been able to carry out 
a more rigorous drafting process. Overall, however, I felt that the tone of the evaluation was 
appropriate to our needs and gave us a number of useful areas for study. 
I hope that the attached document meets your needs in respect of your study programme, if it doesn't 
let me know what else you require. 
In terms of taking the work forward, leadership on the use of EFQM has now passed to Steve Cahill, 
who is the Programme Manager for Strategic Planning. I have discussed your work with him. and he 
assures me that he will be using it in his development work. If there are any issues he has I will put him 
in touch with you. 
Thanks once again for your help. Best wishes and fond regards, 
Tel : 0151 777 8054 
Fax: 0151 777 8055 
E-mail: sandp@mersinet. co. uk 335a) 
Mersevside Police 
Evaluation report by Mrs Jean Garrod -'The Race for Quality - the introduction 
of EFOM' 
1. INTRODUCTION 
This report was commissioned by the Merseyside Police as part of a partnership 
arrangement between the Force and the author, who is carrying out an academic study 
into aspects of quality management. 
The author has carried out a thorough and professional study into the subject of the 
evaluation, and has produced a timely and appropriately structured document 
outlining her findings. " 
The author established an effective working rapport with both management and other 
staff involved in the study. It is noteworthy that she was able to report on an `open 
and honest culture', which is in large part due to her approach. 
2. OVERALL 
The report submitted gives a good overview of both the historical and present 
situation within the Force. There are some inaccuracies within the detail of the text, 
but this is largely due to misinterpretation of data on the part of the author, coupled 
with a lack of time to conduct effective drafting of the final report. These inaccuracies 
do not, however, unduly impact on the overall thrust of the report which represents a 
comprehensive overview of the issues under review. 
The remainder of this report will examine the evaluation by Chapter, outlining points 
raised in respect of each. 
3. PART 1- EXECUTIVE SUMMARY 
The executive summary is felt to be a little long for its purpose. It is however, quite 
easy to read. The use of the McKinsey model in particular makes it relatively simple 
to follow and links are made into appropriate quotes etc. 
Whilst recommendations were not explicitly sought, or offered, it is useful that 
`future steps' have been outlined. These could however, have been more explicitly 
stated at the start of the summary - to `cut to the chase' as it were, which is what most 
executives require (particularly in this organisation) 
There is a key factual error in relation to the use of pro-formas for evidence gathering. 
The use of these was not carried on beyond the very early stages of the initial pilot. 
This detracted from the thrust of the report for one of the Chief officers in the Force, 
and this was unfortunate. 
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4. PART 2- CHAPTER 1- INTRODUCTION 
This chapter is felt to be fine, with no issues that require to be addressed. 
5. CHAPTER 2- UNDERPINNING PRINCIPLES 
This chapter is felt to be overly complex for a report of this nature. It is more 
appropriate to an academic text, and as such may have been better included as an 
appendix, with a greatly condensed discussion forming the main body of the chapter. 
This could usefully have covered in perhaps two pages only `this is what I did' and 
`this is who I saw'. 
As the chapter stands it tends to put the reader the reader off, or tempt them to miss it 
out completely which is nearly as bad. 
6. CHAPTER 3- HISTORICAL PERSEPECTIVE 
This chapter is felt to present a good overview of the history of the organisation's use 
of the EFQM model. Other than points raised previously in relation to factual issues, 
this shows that the author has carried out an effective review of the literature and 
other sources of information in order to familiarise herself with the organisational 
background. 
7. CHAPTER 4- FINDINGS OF RESEARCH 
This chapter makes a number of good points. It is indicative of the accuracy of the 
observations that we have begun to work on many of them already e. g. improved 
performance indicator handbook, knowledge management systems. 
Some of the data would have benefited from being broken down e. g. by rank / role 
(such as personal aims). This would have helped to pinpoint more accurately where 
improvements could be made. 
There are some points made which appear to be assertions e. g. need for SMART 
objectives (p43) and expectations of management (bottom p38). However, these are 
not explicitly stated either way (do we do it, don't we or should we ? ), nor are they 
backed up with evidence to any degree. This is confusing and leaves one wondering 
what to do with the comment. 
8. CHAPTER 5- CONCLUSIONS 
As previously stated the McKinsey formula presents a useful structured approach. 
However, the analysis leaves some important questions unanswered that we hoped the 
evaluation would answer (e. g. `Was it worth it ?, `What are the benefits ? ). it is 
disappointing that answers to these could not have been extrapolated from the data 
gathered by the author. 
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9. CHAPTER 6- FUTURE STEPS 
Again, some good points and useful direction for future development given e. g. 
learning history, reward systems, benchmarking visits etc. This was a welcome 
alternative to recommendations. 
RA Scurr 
Inspector 
Force Development Office 
Merseyside Police 
V 
July 1999 
This feedback represents the views of the author, as informed by other members of the 
Force involved in the project. It does not necessarily represent the views of the Chief 
Constable or Police Authority. 
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Appendix 9- Harmonising business processes 
The Association of Chief Police Officers (ACPO) set up a sub-committee to 
consider The Harmonisation of Business Processes, chaired by Pauline 
Clare, Chief Constable of Lancashire Police. The Committee had been at 
work for almost 2 years, and secured agreement that all forces would move 
towards harmonising their business processes. 
Process mapping presented a problem: to alleviate it, two complementary 
strategies had been implemented: 
"a working group was developing a best practice database of 5 
core processes, and 
" process mapping software had been identified (and bought by 
all forces). 
The five high-level core processes identified by the working group were: 
- Custody procedures 
- Case file preparation 
- Develop and train staff 
- Crime scene management 
- Crime management 
